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Preface

An open letter to Community College Leaders:
. m«j that your curriculum programs are preparing graduates for obso-

e asked to do more with lesst

e experiencing new stiff competition?

e 3t a loss on how to keep your faculty—and yourselt—abreast of the newest

wechnologies? .

All of you can ideniify with at least some of these challenges. According to
Cohen,' some of you are trying to igrore the questions hoping that you are doing
about as well as anyone else. Some of you shift the burden to someone else—send
it to the curriculum committee or appoint a new task force. Some of you ask your

. ~lleagues how they have dealt with similar problems. A few even reach a point

where you admit that you need a fresh perspective anc ook for help. This book
provides an overview of what one group of presidents were exposed to in seeking
t0 acquire some new skills to maximize their leadership effectiveness in addressing
many of these same challenges. Take some time and determine whether their
findings have any applicability to you and your institution. g

DATELINE: Newsweek, October 18, 1982: Novth Carolina’s success in attract-
ing high technology industries and matching skills to jobs is highlighted as a
possible mode! to “Put America Back to Work.” North Carolina’s 58-campus
community college system is nationally known for its strong commitment (o
technical education. The institutions play an important role in the sun belt state’s
efforts to shift its traditionally agriculture and manufacturing economy © a more
diversified high technology, information-service economy. Obviously they have an
excellent advantage compared to many states. But despite the nationwide acclaim,
many North Carolina chief executives readily admit they are ill-prepared o
provide effective leadership with the rapid changes occurring in today’s technolog-
ical society. Times have changed.

The two decades between the mid-'50s and mid-'70s have been called the
"golden age” of higher education in America . . . a period characterized by growth
and prosperity. This growth was pasticularly dramatic for the community coliege
system, with a new two-year college established, on the average, every two weeks
to meet the demands of unprecedented enroliment. Professional community
college leadership programs during this period prepared administrators to be
starters, creators, builders. The Department of Adult and Community College
Education of North Carolina State University prepared approximately 30 such
chief executives--many of whom were the early builders of the svstem—and who
tckiy face new challenges in a system in which not only the finances and the

‘—Kn—;{u M. Cohen, “Foreward,” in issues tor Community College Leaderssin a New Fra, od,
Ceorge B. Vaughan, (San Francisco: Jossey-Bass, 1983): ix.
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number of students are changing sharply, but also the composition of the entire
clienkele, kinds of courses and programs wanted anu schedules for them, the
degree of competitiveness among colleges, the technology needed on campus,
nature of the faculty, and the growing extent of extinai control and regulations.
" George Keller goes so far as to state “that the kind of management higher
education needs does not exist yet. . .

Community college presidents turned to N.C. State for help in acquiring new
skills needed to cope effectively with these new challenges. In response, the
Department of Adult and Community College Education at N.C. State developed a
proposal in cooperatipn with its general advisory committee for a pilot Commu-
nity College Presidents’ Leadership Institute. The proposal was endarsed by the
North Carolina Association of Public Cormmunity College Presidents and the
Chairman, North Carolina Association of Community College Trustees, and was
adopted by the State Boand of Community Colleges in the fali of 1983.

The primary goal of the project was to provide an intensive paostdoctoral
leadership renewal experience for North Carolina community college presidents
conducting occupational education programs in the emerging technologies. A
secondary goal was to record and disseminate appropriate segments of the
activities of the institute and make it available to further enhance the leadership
development of mid-level management of the nation‘s community, technical and

junior colleges.

Significance of the Problem

The problem of the lack of effective leadership has significant educational and
social implications. Sven Groennings, director, Fund for the improvement of Post
Secondary Education, stared at the 1931 Project Directors’ Conference, “When
education lags, the nation’s ability to ada;n, to progress and to .compete is
impeded. The greater the rate of change in technology and the world around us,
the more and the faster education needs to adapt.”

By the year 2000 in North Carolina over 35,000 jobs will be lost in the
traditional industries of textiles, tobacco, food, wood and apparels. Over 149,000
new jobs are projected in instruments, metals, chemical, electrical, etc. (North
Carolina Department of Administration). Nationwide the picture is similar as the
biggest future job growth wili be in the information serviceselated occupations
which require skilled technical training (Bureau of Statistics). Community college
leadership requires renewal of their skills to make informed decisions on critical
resaurce aflocations during this period of bixdget reversions in many states. A
recent study by Elien Chaffee’, National Center for Higher Education Management
Sysiems, found that the ability of the chief executive to focus the academic
program (i.e., leadership) was a significant factor between recovering and non-

recovering colleges that had experienced rapid financial decline. More impor- -

tantly, maximizing leadership effectiveness can result in leamercentered improve-

ments. Astin and Schesrei* concluded in a forty-nine private college and university
‘George Keller, Academic Strategy: The Management Revolution in American Higher Educa-
tion, (Baliimaove: john Hopkins University Press, 1983

‘Ellen E. Chalfee, Turnaround Management Strategies: The Adaptive Mode! and the Construc-
tive Model, unpublished draft report, Boulder, Colorado: National Center for Higher Education
Management Systems, March 1983,

Alexander W Astin and R.ta A, Scherrei, Maximizing Leadership Effectiveness, (San Francisco;
lossey-Bass Publishers, 1980): 114.
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study that ten of twenty-four student outcome measures proved to be significantly
correlated with one or more measures of presidential administrative type. During
this period of rapid technological change, effective Jeadership is required in order
to ensure that the community college system provides relevant, quality teciinical
education to enable citizens to function in a rapidly changing job market.

Objectives

Objectives of the institude were as follows:

1. To enhance the capacity of institutions to plan strategically and utilize
appropriate forms of new technology.

2. Toenhano mumdmmmmmmw
forms that improve institutional management and decision making.

3. To strengthen the partnership between trustees and the chief executive
further enhance the institution’s capability th communicate its mission to its
constituencies.

4. To increase understanding of the role of organizational development in
further enhancing institutional productivity and promoting quality educa-
tional programs.

5. To acquire new skills and strategies for updating community college occupa-
tional programs for the emerging technologies.

6. To acquire new skills and sirategies in rescurce development, marketing and
forming new partnerships with business and industry.

7. Yo enhance skills to effectively evaluate the impact of college on the learer,

Program Format and Resources

A modified version of Havelock’s action mode! of arganizational devefopment
was utilized in the institute.! For purposes of this project, action research was
defined as the collaboration of researcher and practitioner in the diagnosis and
evaluation of existing problems in the practice setting.

Prominent researchers and noled presidential practitioners were teamed to
discuss both theory and practical experience with the participants. Dr. Byron
McClenney, then Chairman, Presidents’ Academy, American Association of Com-
munity and junior Colleges, assisted in identifying chief executives from the
academy to serve in the practitioner roles. Professors of community college
education from the Council of Universities and Colleges, AACIC, were selected to
synthesize current and emerging research.

The institute was organized into seven three-day sessions conducted at different
host campuses across North Carolina. Case studies and active group involvement
augmented lectures and seminars. The format provided the participating chief
executives an opportunity to compare current research and practice and its
applicability to their own operations as a mechanism for selfevaluation.

A Mid-Management Task Force was commissioned o assist in preparing the
outcomes of the institute and provide their interpretatians on the implications for
leadership. Task force members are practicing professionals in the subject area they
were asked to review and are pursuing their graduate program in Adult and

Comunity College €ducation at North Carolina Stale University. Members were

R. G. Havelock, Planning for Innovation through Dissemination and Utilization of Knowledge,
(Ann Arbor, Mi.: Institute for Social Research, University of Michigan, 1969).
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charged to (1) review the tapes and support materials from their respective sessions
and synthesize the principal resource pevsons’ remarks; and (2) go beyond the
sessions whene necessary in drawing upon additional references in providing their
reactions to the implications for leadership. As curront and future leaders in the
community college these task force members will be instrumental in deciding the
future of their respective institutions. Testimony to this fact is that of the ¥ persons
selected by the project direcior 10 serve on the task force, four of them received
promoations at their respective colleges while warking on the project. Manuscripts
were in tum reviewed by the project director and the principal resource persons to
ensure technical accuracy, consistency in editorial style, while attempting to
convey the uniqueness of each individual’s contribution and the style of the
resource persons who collaborated on the institute. This volume is the culmination
of this endeavor,

Limitati

1. The institute was specifically designed to meet the perceived needs of the
chief executives of North Carolina community colleges. Presidents in the 58-
campiss comnmiunity college system have a strong commitment to technical
education and would be typically classified as heading small rural colleges
whaose growth enoliment trends curently range from siow to moderae
growth with a slight overall decline for the system projected over the next five
years. The institutions are formula funded (FTE) with strong to moderate state
control in a sun belt, non-collective bargaining state.

2. The relevancy of the topics and resource persons selected for the institute
were limited by the accuracy of the perceptions of the twelve-meraber
advisory committee, mpwedofchnefexecuhwsﬁomﬂwesys&emmdﬁ\e

. project director.

3. mmmtwmsmwcfﬂwnmmsfmt&dmhip
is imuhdmﬁaeemztofﬁmrexpenencebasesand&\eﬁﬂlnessofﬂnﬂ
graduale education experience.

4. The applicability of the material to the reader will be dependent upon his or
her ability to transfer and apply the concepts presented to his o her own
- setting.

Despite these limitations, the authors are confident that the material presented
can assist other professionals in enhancing the skills and knowledge required to be
successful {eaders in this new eva.

Cameron states that Institutions in nostindustrial environments must develop
what he styles as Janusian characteristics where two contradictory thoughts are
held true simultaneously. He mai~ ains that institutions will need to be stable and
at the same time flexible . . .” Initiating both continuity and change in leadership,
specialization and generalization, proactivity and reactivity, and other seemingly
contradictory chatacteristics will produce the adaptability necessary for effective
higher education institutions in the future.”™

What follows in this volume is a synthesis of thoughts of some of the best minds
in community college education today who have and will continue to play
significant roles in charting the course of the community movement. Noted
members of the professoriate and the presidents’ academy are teamed in the

*Kim S. Cameron, “Organizational Adaptation and Higher Education.” fournal of Higher
Education 55, no. 2 (MarchvAgsil 1983): 137,
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following chapters in their own form of lanusian thinking. The chapters seek to
synthesize the best of theory and sharing of successful practices of adaptive
strategies 10 enhance community college effectiveness, which in this volume is
defined as, making good on our promise of achieving opportunity with excellence.

Acknowledgements

i wish 10 extend my appreciation to the many people who made the project and

this volume possible;

¢ Community College Education Advisary Commitiee, Department of Adult
and Community College Education, North Carolina State University: David E.
Daniel, President, Wilkes Community College; Clyde A. Erwin, Ir., President,
Wayne Community College; Ben £. Fountain, Jr., President, Isothermal Com-
munity College; james L. Henderson, Jr.,, President, Coastal Carolina Commu-

+  nity College; Bruce 1. Howell, President, Wake Technical College; Dan W.
Moore, President, Southeastern Community College; Joseph H. Nanney,
President, Haywood Technical College; James A. Richardson, President,
Western Piedmont Community College; Robert W, Sccit, State President,
North Carolina Department of Community Colleges; Louis Shields, Past
President, North Carolina Association of Community College Trustees;
Kathryn Baker Smith, Assistant to the State President for Policy Aflairs, North
Carolina Department of Community Colleges; Edward H. Wilson, Jr., Execu-
tive Vice President, North Carolina Department of Community Colleges; and
Phail Wyna, Jr, President, Durham Technical institute.

¢ Edgar J. Boone, Head, Department of Adult and Community College Educa-
tion, North Carolina State University, who initially proposed an executive
development institute and pravided administrative support for the project.

¢ North Carolina Assaciation of Public Community College Presidents for their
endoisement of the proposal and their individual pesticipation in the institute.

¢ North Carolina Department of Commiunity Colleges and the North Carolina
State Board of Community Colleges for the financial support provided.

* Fred W. Manley, Director, Learning Resources, North Carolina Department of
Community Colleges, Raleigh, N.C., initial project liaison, and G. Herman
Porter, Director, Planning Services, North Carolina Department of Commu-
nity Colleges, Raleigh, N.C. who servext as project liaison.

® Institutions in North Carolina which served as hosts for the institute:
Asheville-Buncombe Technical College, Catawba Valley Technical College,
Coastal Carolina Community College, Rowan Technical Coliege, Technicat
College of the Alamance, Wake Technical College, and Wayne Community
Coliege.

* Principal resource persons whao largely donated their expertise to participate
in the institute and provided the necessary review of the final manuscript.

¢ Mid-Management Task Force for their dedication and persisience in assern-
bling the volume.

o Pamela Grey, Staff Associate, Presidents’ Leadership Institute, for her contribu-
tions in managing the overall operations of the institute.

¢ Dave Durham who designed the logo and prepared the accompanying shde
tape presentation,

* Alex Beddingfield and Linda Ray for editorial services and preparation of the
final manuscript.

Preface v

10

P
M
«2

i



* james F. Gollattscheck, Vice President, Information Services, and Mark Win-
ter, Managing Editor, Amevican Association of Community and Junior Col-
leges, for support in publishing the products of the Institute.

Special notes of thanks are extended to the foilowing people: Richard C.
Richardson, jr. whose thoughts on organizational effectiveness provided a concep-
tual framework around which 1o coordinate the recurrent themes of the authors in
the manuscript; and to Richard L. Alfred who, while in service as visiting scholar,
North Carolina State University, reviewed initial drafts of the manuscript and
whaose keen insight helped shape the work of the mid-management task force; to
Dale Pamell for his leadership and vision for the future of the community college
which provides an initial framework of the necessary competencies for a new
management style for future community college leders; and 0 Georpr: B.
Vaughan for his initial skepticism, given the enommous number of controutors
involved, who wrole after reviewing his chapier: “1 honestly believe you are going
to pull it offi” If | did not, | bear full responsibility. If we were successful in some
small way in contributing to the readers’ professional development and to kindling
a renewed commitment 0 our mission of achieving opportunity with exceflence,
it is due to the contributions of the outstanding professionals who collabovated on

Raleigh, North Carolina Dale F. Campbell
October, 1984
vi Leadership Strategies for Community College Effectiveness

11



-

Introduction

’Many great civilizations in history have collapsed at the height of
their achievement because they were unable to analyze their prob-
lems, to change direction, and to adjust to new situations which
faced them by concerting their wisdom and strength.”

Kurt Waldheim

“Action” is the key to effective community college leadership for this decade.

George Keller speaks of this action orientation in his book, Academic Strategy:
“Leadership is that intangible ability to touch people’s nerve end--
ings and cause them to act. It is what a university president miust
provide, quietly or with fire in his breath, if he is to dignify the
enterprise, rouse the disparate faculty and staff into a united drive
toward excellence, and defend the work of higher education with
coTanq and ardor against unknowing or unappreciative as-
sailants.””

Viable leadership demunds that the problems of higher education be con-
fronted, analyzed and solved by bringing together the right people and resources,
and by fostering what Peters and Waterman refer %o as “productivity through
people—creating in all employees the awareness that their best efforts are essen-
tial.”? The ability to communicate, and the capacity for living by a strong value
system are piimary to the maintenance of moral leadership viability, and o
enhanced institutional productivity through redirection and adaptive change.

The experiences provided by the Presidents’ Leadership Institute to help college
presidents acquire new management skills and strategies for coping with today's
infort..ation society have far reaching implications in the areas of strategic plan-
ning, governance, human resource development, computer technology and re-
source management. The challenges of rapid technological developments, a
changing economy, increasing competition and a crisis of identity can be met with
new mativating competencies and adaptive strategies. The chapters in this volume
are organized to share with the reader selected adaptive strategies to enhance
community college eflectiveness.

in Chapter One, entitled ““Strategic Planning,” Keller and McClenney maintain
that institutional and environmental changes must be confronted on an increas-
ingly accelerated basis by community college educators. These leaders need to ac-
curately interpret these changes, and apply advanced technnlogical tools and
management styles to adjust. Bringing about organizational c.ange is primary to
strategic planning. The focus on emerging issues which could possibly affect the
college several years hence is one of the most discernible gf strategic planning’s
George Keller, Academic Strategy: The Management Revolution in American Higher Educa-

tron, (Baltimore: john Hopkins University Press, 1983).

‘Thomas . Peters and Robert H. Waterman, jr. fa Search of Excelfence, INew York: Hamper and
Row, 1982).



attributes. For this reason, strategic planning should be considered a part of the
decision-naking process throughout the institution, and as on-going in nature.
Making effective decisions which consider future consequences and orientations is
an important pari of good management and eflective strategic planning. Strategic
planning does recognize that the actions of management do, in fact, determine the
growth of the institution,

Again, “bringing the right people together” is a vital element of the planning
process as leadeship draws input from throughout the aiganization to promote
trust and the necessary commitment to be successful in implementing those plans.
The nucleus of strategic planning is the common sense of mission. Institutional
personnel passess a mutual perception of the college’s future, and feel a personal
sense of responsibility for achieving its goals because they play a part in the
planning pracess. One of the most powerful motivating tools available to managers
and leaders is providing employees with the sense of control over their own
destinies and the accompanying meaningful work responsibiiities. Resuiting
~ shared information of the strategic planiing process promotes a sense of trust and
common understanding of the institutions's goals and purposes.

Keiler emphasizes the impontance of effective resource allocation and realistic
financial planning in light of the demographic, economic, technological and
higher education revolutions on strategic planning. The avility to implement
decided strategies may be heavily influenced by state level political controls,
governance systems, rigid administrative controls and tax levying capabilities.
However, this need not deter cr!'~e leadership from granting the openness and
freedom necessary for creativ -~ -em solving within the institution.

Richardson and Vaughan in - ' apter Two suggest that designing systems of
govemnance for overall organizational effectiveness as a strategy for “moving their
organizations toward the achievement of priorities” is paramount to today’s chief
executives in producing desired change. Approaching organizations as whole
functioning systems when measuring effectiveness assists managers in delermining
the extent to which the college’s established goals are achieved, how positive
relationships are continuied with external financial resource entities, and the extent
to which institutional objectives are supported by those within the institution. Use
of participatory management by chief executive officers in formulating policies,
setting institutional goals and objectives, and implementing strategies to attain
those goals is a requisite part of enabling an institution to funmon as a unified
whole.

Meeting the needs of the dlient in terms of what are deﬁned as satisfactovy
outcomes negessitates that the organization change as client demands change for
that organization to remain effective. For organizational renewal and adaptation to
take place, community colleges must recognize the need for decentralization, and
the establishment of new subsystems: they must become "development organiza-
tions.” Linkages with business and industry, public school systems and fouryear
colleges require a flexible and effective organizational structure which can be
adaptable enough to deal with these extemal factors.

Weli-governed institutions make a free flow of information available to those
who are involved in not only the decision-making process, but those who
implement “‘action plans.” Internal operations data on facility and equipment
meeds, budget amounts. etc. is indispensable. Decentralization of information
availability promotes creative and innovative responses to both internal and
external environments,

2 Leadership Strategtes for Community College £ flectiveness
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New funding linkages developed and maintained through entrepreneurial vision
and business pragmatism m.rk the strong institutions. Chapter Two aiso proposes
that pricing strategies encompassing “‘demand-based pricing,” “compeiition-
based pricing” and “price discrimination strategy” are capable of producing
additional revenues without the negative effects if applied knowledgably. Linkages
with industry to promote a cooperative rather than competitive relationship
require considesable flexibility to deliver what businesses need in periods of rapid
change. However, when e iering a relationship with these agencies, the risk of
compromising mission must be weighed against the opportunities for achieving
effectiveness through these linkages.

Balancing program mix with budgetary constraints must also be considered by
governing forces. Flexible management styles, an entrepreneurial orientation to
funding sources, and new, more effective organizational structures designed 1o
achieve quality performance in govemance are integral factors in the drive to
maintain open access, institutional integrity and staff vitality.

The crisis of revenue stabilization throughaut the next two decades magnifies the
importance of resource allocaticn on the cutcomes or products of educational
institutions. Reduced resources and increased competition for those reswurces,
demographic fluctuations, vacillating federal policies, institutional politics, rigid
decision-making resulting from increasing state control, aging facilities and the

- decline in favorable public perceptions are among the foremost problems faced by
community college leadership. In Chapier Three on “Leadership and Curmicula,”
the authors recognize the impact of these problems on leadership styles and value
systems. Seasitivity to, and support of the college mission are of paramount
importance to administrators in producing the major product of these institutions—
leaming. Excellence is defined as where the students “are when they leave.” Dale
Pamell maintains that, “If in fact, our major product is leaming, then everything
we do should support leamning in the institution.” Effective leadership requires the
acceptance and understanding of a strong sense of mission and opportunity in
higher education.

Human resource development with a focus on computer literacy, management
of change, and faculty evaluation and development programs will provide our best
answer to the chalienge of rapid technology changes aver the next decade.
Hammons anis Hudgins, in the next chapter on ““Human Resource Development,”’
discuss the implications of this technolpgical revolution in community college
settings whity encompass the necessity for constantly accelerating the translation
of data into useful information to facilitate decision-making, and access to relevant
data by constituent users. Principal to the retrieval of pertinent information,
however, is the strategic planning needed to develop these data systems. This
requires a “productivity through people” leadership approach to relevant informa-
tion gathering via compeosite academic, financial and administrative task forces.
Education and personnel training become high priorities as operator qualifications
may determine much of the success of the computer system impiementation.

Lippitt notes that several trends are emerging in the area of human resource
development. More importance is becoming attached to improving performance
than on just increasing individual knowledge throughout business, industry and
government. There is more training done to deal with situations as opposed to
improving individual skills only, and there is more emphasis on evaluation of
results. Professional development is considered to be the way that manageme 1
“gets its job Jone,” and “action learning” is receiving more attention. To ensure

Introduction 2
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that leaming is heightened by application, follow-up experiences are being
provided for employees. These trends point to higher costs for professional
development, but ~'so to more accountability in training and evaluation efforts,
and o increased employee productivity resulting from “hands-on” training.

Enhanced institutional responsiveness to fluctuating industrial manpower needs
and to the changing supply of available faculty in the high demand areas of the
business, engineering and health industries can be implemented through the
development of a systematic development program. The three-phased process of
evaluation/motivation/development, discussed in Chapter Four, is indicative of an
operational and organizational climate which supports leaming.

Chapter Five, “Computers and Telecommunications,” notes that with the ad-
vances of computer technology, consortiums of industry, business, govemment
and educational data bases contribute additional instructional possibilities given
the data of various user groups. instructional policies may change drastically over
te er* decade as computerized instruction is largely available at any time, and
may rely a great deal on the competencies of individual students to advance at
different speeds. The authors suggest that there will be funding mechanism
modifications, and that credit hour values will also probably change as educational
progress will be measured by or linked to competency-oriented evaluation, These
innovative policies and data availahilities are other underlying reasons for faculty
retraining and professional development, especially through instructional telecom-
munication. Developing comesponding methods of diagnosing individual learner’s
needs and leaming styles for incorporation into instructional software packages
which are leamer controlled, and validating instructional packages which are
designed and produced outside the institution will require increasing amounts of
faculty time, effort and computer expertise.

Because computer systems are becoming increasingly smaller, administrators
will have to gain an understanding of interactive office workstations between states
and countries via satellite. As it has been predicted that 90% of all computer
related costs will be in the areas of software and personnel by the 1990, the
authors maintain that faculty and administrative users will be forced to become
even more computer literate to psoperly take advantage of the flexibility these
highly sophisticated software tools offer. ,

Blong and Keener, in Chapter Six on “‘Resource Development and Marketing,”
suggest that community college leadership must fearn to fully appreciate the
importance of marketing for resource development in order to preserve the
opportunity for excelience in its institutions. The uniqueness of the product offered
by the community college must be stressed to industry and the community
through the college leadership. Accurate environmental and needs assessments,
competition analysis, a lucid staternent of goals, adequate program development,
and pricing/delivery market strategies are all a part of the strategic marketing
pracess 1o facilitate resource flow, record environmental trends, and promote
institutional flexibility. The college president clarifies the value of the community
college education product through effective leadership, and recognizes this profes-
sional role as a vilal one.

The resource development officer also plays a pivotal role in the marketing of the
college's product. it is he who imparts the importance of a resource development

4

'G. Lippitt, Organizational Renewal: A Holistic Approach to Organizational Development,
{Englewood Cliffs, N.§.: Prentice Hali, 1982,
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program and its program efforts to institutional personnel. It is widely agreed that a
successful resoutce development program must have the support and understand-
ing of college staff members. Presidential guidance and support of this develop-
ment officer are imperative if the development person is to adequately function as a
liaison with grant and gift awarding agencies, or in creatively obining other
resources.

Marketing efforts must consider move carefully the e «ironment and its dlientele
over the next decade. Trend analysis and creative financial maxagement which
uncover resaurce possibilities and encourage flexibility are becoming increasingly
important. The focus, however, should be on marketing the product of the
community college—learning.

The Presidents’ Leadership Institute has suggested some viable solutions for
college leaders to assist them in coping with these obstacles. Alfred, in “Institu-
tional Impact and Image,” suggests that-developing a case for “uniqueness” in
order to demonstrate to funding sources that the community college can beat the
competition in delivering quality educational services is important to the growth
and survival of the community college. in order to do this, howevey, the value of
these services must be proven to taxpayers supporting the institution through a
socioeconomic impact study or analysis of the college on its community. In
addition to facilitating the marketing of student outcomes, this can serve 10 provide
accountability to funding sources by exhibiting cost efficient program delivery.
Accourtability as a ““value for value” medium of exchange instead of just a “dollar
for dollar” exchange medium, can be facilitated through the use of these impact
studies,

Building stronger relationships with other government and business agencies,
expanding revenue sources, making criteria for performance levels clear and
systematic, utilizing innovative marketing techniques, conducting institutional
research, and grasping opportunities for professional leadership renewal are a few
of the solution possibilities to the problems facing the college president.

Creativity and innovation both are needed by the community college today to
cope with the changing needs of the clientele. Meeting the needs of the commu-
nily it serves in terms of satisfactory outcomes necessitates that the organization
change as environmental demands change in order to remain effective. Leadership
skills and strategies designed to foster success with facilitating leaming and to
encourage excellence in teaching involve constant updating in order to remain
relevant and applicable to situations of sometimes turbulent environmental
change, and to preserve moral leadership viability.

A synthesis of the best thoughts of the authors in this volume outlining compe-
tencies essential to leaders of the future is referenced in Appendix A, Readers are
urged to refer to this self assessment to guide their reading and begin their personal
program of leadership development.

Ann Kaneklides, CPA Staff Associate

Department of Adult and Community College Education
Novth Carolina State University

Mid-Management Task Force

Representative
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. . » higher education in the U.S. has entered a revolutionary period, )
onein whkhnmm:ggfg:mmandd&%mﬁ:rdmdfnsag w
changing sharply composit the entire clientele,
kinds of courses and program wanted and schedules for them, the o
degree of competiveness among colleges, the technology nerded
on campus, nature of the facuity, and the growing extent of external
conirol and regulations. Colleges and universities clearly need to
plan for these—and other—upheavals and to construct a movre
active, change-oriented management style. The era of laissez faire
campus administration is over. The era of academic strategy has

; > 4 2 .
‘Q}; B TR T T

begun.
| Ceorge Keller .
e
If you da not lead your institution through good planning, int effect,
are deciding not to plan; you are deciding not to get the benefits
that are avai to (your institution); you are deciding not to create w8
' the kind of environment that salves problems in a very efficient, o
: straightforward, and effective way, M)
‘ Byron McClenney . :&
, Planning provides a legitimate road map for a rational response to k
, uncertainty and change, facilitates control of organizational opera- e
tions by collecting information to analyze needs and evaluate its a3
programs and services, and ovients the organization (o a futuristic w
leadership stance. instead of reacting to problem situations only .‘ «

when they arise, the organization attempis to foresee and mitigate
po&evmaf {future problems before they become crises.

Edgar J. Boone
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OBJECTIVES

This chapier focuses upon the theoretical and operational aspects of strategic
planning in the community college and the external and internal changes which
have prompied the introduction of this planning strategy into higher education.

“The chapter draws upon George Keller's widely acclaimed work on straegic

management in America higher education and Byron McClenney’s successful
incorporation, synthesis and operation of a strategic planning model in the
community ccllege setting. This chapler atiernpts to do the following:

1. define and relate strategic planning approaches 1 selected aspects of com-

munity college mission, governance, finance, curriculum development and
educationa! leadership;

2. identify the major operational steps involved in introducing this planning

concept within the organization; and
3. identify and discuss the organizational concems attendant in introducing the
sirategic planning approach in the community college seﬁrwg.

INTRODUCTION

"The community college movement once characterized by rapidly increasing
enrollment, public and legistative acclaim and a vibrant refevant curriculum has
rapidly changed. Higher education in all forms now must confront revolutionizing
changes in the environment which have transformed the nature of educational
practice. Community college educators must grasp the nature of these changes,
gain new skills in identifying and interpreting environmental and institutional
changes, and master new technological and management tools if thelr institutions
are to succeed or ultimately survive. .

The nature of the community college presidency and that of the senior staff will
become closely allied with the corporate marketing strategist as institutions seek o
reform the cwricula, increase funding, and stabilize student enrollment. Existing
planning models will be dysfunctional. Strategic planning, inclusive of all these

transformations, now is used to describe the process of educational practice for

community college leaders in this new era.

New Realities and New Approaches

The reader of the most recent literature on higher education will discover that~
higher education, similar to other established social institutions, now is undergo-
ing dramatic changes. Academic observers have attempied to describe the perils
and the opportunities that confront educational leaders in the next decade. Like the
chorus of a Greek tragedy, critics liken masch of higher education to a protagonist
blind to his own weaknesses with the powers which rule his world poised to bring
it crashing down upot him.

The fast two decades have been remarkably successful ones for the community
college. But, as more and more observers caution, it is not 'oo difficult to imagine
the community college in the role of the protagonist, buoyed with past success,
shrugging at the chovus of wamings. Private tradition-based colleges have expe-
rienced lifethreatening conditions with many institutions failing to exhibit the
constitution to survive, Community colleges are no longer exempt from the
underlying changes which have threatened these and other institutions. To ignore
the example of the private colleges, critics wam, wagers the vitality of other

8 Leadership Strategies for Cornmunity College Ekfectiveness
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members of higher education. Other observers have gone even further. Richard
Alfred suggests that without meaningful action during this period of change
communily colleges risk becoming a “redundant’” organization in American
higher educaiion (Alfred 1984),

Sweeping changes now confront community college leaders. Many of the
promises of the last decade have become empty as institutions faced reduced
funding, legislative incursion inta governance and curriculum, and both the
number and character of the student population tansformed. Each of these
quantitative changes has produced what many now characterize as a revoiution in
higher education practice. Educational leaders are now asked 1o critically focus on
decisions which will affect institutional vitality tomomow. Leadership has become
entreprencurial.” Institutions are reexamining their missions searching for ap-
:madwes\\hd\aswresavneandmmw Old planning approaches are being

Wha:hasmlersed is a new form of management or “academic strategy” often
termed “strategic planning.” it is not, however, “the faddish and imitative atten-
tion” given to strategic planning (Jonsen 1984). Rathey, it is the deliberate and
central focus on effective decision making which characterizes this approach. Itis
not 50 much interested in doing things right, but more concemed with doing the
right things. “Effectiveness, not efficiency; is the watchword of strategic planning”
(Baldridge 1982).

The following chapter presents the observations, analysis and reflections of
Gearge Keller and his acclaimed work on identifying the underlying revolutions
affecting higher education sody and his stralegic approaches to management
during this period. Secondly, the chapler provides a presentation to strategic
planning from the perspective of the community college practitioner. And finally,
the authors have attemnpted to give the reader other critical reflections on strategic
planning.

Researcher

Several writers have received public acclaim for their work on societal and
technological trends which will affect the nature of American society duiring the
next decade. George Keller has identified four revolutionizing changes within
these trends which will profoundly affect the nature and practice of higher
education during this period. In his study of management in American higher
education, Keller characterizes the tasks of education’s chief executives as a four-
part responsibility divided among administration, management, governance and
leadership.

Much of traditional higher education concentrated on the administration of the
campus—ensuring that operational concerns from building maintenance to pay
check dishursement were handied efficiently. Keller argues that the revolutionizing
trends within and without higher education have reprioritized executives’ tasks.
Today, “managament” with its focus on future-oriented decisions, has become
increasingly important as institutions critically examine their educationa! program
and implement marketing strategies imparted from the boards of American busi-
NEess.

Keller's analysis goes even further than this emiphasis upon the marketing focus
of management. The revolution within higher education shows a continuing
restructuring of governance, with a concominant shift of campus power from the

. Chapter 1 Strategic Planning 9

20

T AN el

=

et

_eob L
\; j:.;,f“?ﬁ."i}’ s i

3 .



faculty 1o the administration. Manycamwseshaveexpenecmdag:wmg decline
in the advocacy of their faculty ony Many faculty are reluctant to assume
the responsibility for the critical decisions, the strasegic decisions on their campus.

Educational leadership, Keller's “poetry of the presidency,” assumes a central

position as presidents enter the political arena for competition for public funding
and inspire institutional staff and faculty as they confront the sechnological and
curriculum changes over the next decade.

All of these tasks, when addressed under Keller's analysis, represent the need for
an “academic strategy” for institutional stability and growth. Keller's suggestions to
institution leaders camespond 1o these strategic tasks:

¢ [eaders are urged to begin realistic financial planning.. Educational decisions

must be supported by futuredirected estimates of financial revenues and *

expenditures, Leaders are encouraged % begin the use of computer-assisted
modeling systems 0 aid in financial planning.

¢ Heightened atiention must be given to productivity and quality among the
faculty, staff and administration,

s All decisions affecting the entire organization must be given more attention,
especially those involving faculty appointments and faculty tenure.

* More decisions must be future oriented.

KELLER'S REVOLUTIONS AFFECTING HIGHER EDUCATION

The Demographic Revolution

o The established population centers of the United States have changed in size
and makeup and continue to shift, creating a growing census in a few states
but a declining census ir-most others. The sunbelt growth accompanied by a
concominant decline in the North Central and Northeast states has considera-
ble impact on the nation’s distribution of educational enroliment.

¢ There will be an enormous and unprecedented drop in the population of
traditonal college age students.

s All traditional management practices in higher education have been posited
on the assumgption of stable or increasing enroliment.

* The decade of 1970-80 experienced the greatest wave of immigration into the
United States exceeding the immigration period during the first past of the
century. Over 11.5 million immigrants were recorded during this decade and
the wave continues at almost 1 million immigrants a year.

* Previous immigration had occured predominantly from Europe and Africa.

- Over 95% of the immigration is now Asian or Latin American.

* The U. S. is becoming a geriatric society. 8y 1990, one our of every four
citizens will be over the age of 55. There will be an increase in demands for
public services for this group placed upon all sources of public revenue.

* This aging phenomena is placing heavier. demands upon younger workers
who must these programs. When social security was enacted, seven

workers ilable to contribuie for each beneficiary under the program.
Today the rao has fallen from 4.5 0 1 and the predictions, based upon
population data, mdicatethatthisowidfaﬂtoSS:o 1 by the end of the
decade.

* The demand for education among this group will be significant. In 1984, over
125,000 senior Americans pariicipated in the eldeinosie! consortium of

10 Leadership Strategies for Community College Effectiveness
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higher education insitutions.

The Economic Revoiution

® After a century of significant economic growth, the United States economy
has entered a period of slower growth. Since 1976 the nation has shifted from
an exporting nation to one which continues to register an increasingly
unfavorable balance-oftrade.

¢ The centers of manufacturing are shifting to fast moving aggressive European,
Asian and third world countries. Today nearly 30% of ali automobiles are
manufactured outside of the United States. Over 90% of all consumer
electronics are manufactured abvoad. Approximately 10 million manufac-

_ turing jobs have left the United States due to cheaper foreign labor.

¢ American exports which once were composed chiefly of manufactured
goods are ircreasingly composed of agricultural products and high techno-
logy industrial products.

¢ The costs of education wili increase faster than other sectors of the economy.
Education will continue to remain a labor infensive endeavor, not lending
itself easily to increases in productivity. With increasing demands on public
revenues, the public and funding sources will demand cost reductions and
increased productivity resulting in future political concems for educational
leaders. :

The Technological Revolution

* The surge of new technology is continuing and gaining.

e Computers and new telecommunications represent the most important devel-
opment in information processing since the printing press.

¢ The new computer and communications technology is transforming the
traditional art of teaching and the nature of educational delivery. In 1984,
Japan will introduce a “broadcast” university which utilizes public television
to deliver a range of collegiate courses to the Japanese public. The technology
is in place today to create an all American University in which the most
distinguished faculty in all fields would reside and prepare instructional
programs for satellite ransmission across the nation,

¢ The traditional emphasis given 0 mechanical engineering and metallurgy is
rapidly being replaced with an increased emphasis to electronic engineering
and materials science.

The Revolution in Higher Education

¢ Postsecondary education, which once was characterized as a post high
school experience, is now rapidly being replaced with the recognition that
colleges and universities are similar to the nation’s great public Kbraries in
which adults return throughout their personal and professional lives to gain
new knowledge and insight.

* This changing characierization is reflected in the changing student profiles
which now show that over 36% of the nation’s enrollment in higher educa-
tion is composed of the nontraditional student. Over 40% of the students
atend part-time.

® The faculty composition is shifting from the traditional lifetime tenure ap-

Chapter 1 Strategic Planning 11
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poiniment track to newer models allowing faculty members the opportunity
for consulting. Today over onethird of the nation‘s faculty are considered part-
tinw .

o United States higher education has become increasingly a United Nation's of
citizenships. In the engineering sciences, aimost one of every three Phd’s
granted is awarded 1o a foreign student.

* Higher education is having difficulty adapting to the community college
curriculum. The traditional cumriculum was designed to introduce students to
general principles and knowledge and to progress to specialized study. Today
students enter many instituinns with specialized coursework from the com-
munity college seeking a more general understanding of the principles
supporting the echnology.

* Higher education’s monopoly on adult education has been relinquished (o a
growing piethora of institutions and agencies which have a vested interest in
adult development. Today ane out of very six museums offers collegedevel
cousses, Privale business spends over $14 billion annually on employee
development. Several corporations have actually begun the operation of
company colleges awarding undergraduate or graduate degrees. The armed
services continue to provide the bulk of much of the nation’s technical
training. Roughly 50% of the electronic technicians now serving the private
sector received their training in the military,

PractiSioner

Byron McClenney, as 2 community college president with experience in three
state systems of education and governance, developed and utilized a strategic
planning mode! which was successfully implemented in a broad range of institu-
tions. McClenney defines strategic planning as a “stream of wise decision ma-
king.”Similar to Keller's characterization, it is a focus on decision making which
distinguishes this planning apnvoach from its predecessors.

McClenney has found that strategic planning, when properly introduced in the
community college, can achieve a series of positive institutional outcomes includ-
ing:

» improved goal orientation: strategic plar ning focuses the institution's faculty
and staff toward a common or collective vision of the institution’s future and
their common destiny.

¢ Higher expectations: the planning process instills a sense of mutual expecta-
tion and high standards for performance as individuals gain new insights into
their personal contribution and its relationship to organization goals.

* Meaningfui work: the renewed sense of organizational purpose and objec-
tives and the importance of individual contribution to this purpose provides
meaning o employee work responsibilities and improves motivation.

& Collaborative relationships: the coliaborative nature of the planning process
ensures that cooperative problem solving becomes an internal mode of
opetation for the college staff and faculty freeing the chief executive and
senior staff from operational concerns.

* Integration of resources: sirategic planning directly ties the budgeting process
with decisions made in the educational and suppovt divisions of the college.
This emphasis on effective resource allocation promoies efficiency and elimi-

nates redundancy of funciions. Institutions “get more done with fess.”

12 Leadership Strategies for Community College Effectiveness
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* Coping with realities: institutions which use the strategic planning model are
constantly forced © examine the changing nature of their external environ-
ment and to seek %o adapt the institution to these changes. This market
scanning promaoles a realistic sense of the institution's position in the commu-
nity and higher education.

* Promotes trust the collabovative nature of the planning process and the

mutual understanding of the institution’s purpose and goals helps achieve a
desirad level of trust within the facully and staff All college employees are
confronted with the realization that changes in programs or services require a
reallocation of resources and that these resources are finite. Many of the
mysteries of administrative action and their apparent arbitrary nature can be
understood in light of shared information.

McClenney argues that strategic planning is a straightforward process t- ~tcan be
successful with proper attention given 10 a series of planning essentials which he
has observed in his professional practice. McClenney recommends C.at strategic
planning should be viewed as an integral function of management that greatly
impacts on the welfare of the institution and its community. Implicit in this
acknowledgement is the view of the community college president as the chief
planner and spokesman for the planning efiort if planning is to be effective.

All plarining efforts must be accompanied by the commitment of institutional
leaders if planning is o be successful. McClenney wams ihat the planning process
should not begin until institutional leaders are commitied.

Strategic planning must be viewed as an ongoing process which involves the
internal and extemal assessment of the institution’s programs and services. Plan-
ning involves the continuous fine tuning of the available data into usefut informa-
tion available to those involved in the planning program. Institutions should resist
the false assumption that planning cannot begin until adequate information is
available. For many institutional problems, full information will not be available
regardiess of the time and effort expended on institutional researh. Therefore,
recognizing the credibility of people translating data info useful information and
making use of available data is crucial.

All strategic planning efforts center upon an institution’s clear sense of mission,
Institutional leadeps must communicate strongly that this mission and its central
focus guides the entire planning program. Similarly, afi planning must be predi-
cated upon an explicit set of planning assumptions and organizational goals. These
assumptions should be continuously reevaluated to ensure that organizational
goals remain both relevant and realistic.

The entire planning effort should be guided by a “plan for planning.”* This plan
should provide al! institutional members a staternent on both the fermat and the
schedule o be used for the planning program. McClenney further suggests that
planning should be contacted in an intense compressed time period rather than
atlowing it to malinger over several months.

Strategic planning is concemned with effecting organizational change, not in
developing an intricate management system. The process should be simple and
workabde, and should avoid any tendency to become a paper mill.

The planning horizon should always extenxd beyond the next year, The distin.
guishing characteristic of stralegic planning is its focus on critical issues and a
stream of wise decision-making which could affect the organization whether those
issues become significant within three, seven or ten years.

Chapler 1 Strategic Planning ' 13
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The entire planning precess should be qto the mainstream of
institutional decisionmaking. Institutionol waoen souuld insist that operational
decisions conform to the overall institutional plan. The link between planning and
- decision-making should be consistent.

All institutional budgeting should becoime an outgowth of the planning process.
Planning shouild be viewed as a prerequisite for the allocation or reallocation of
ESOUNCES.

institutional leaders should recognise that the value of strategic planning lies in
the process of planning.

s experience also has revealed that many of the organizational
barriers to strategic planning are common to a wide series of institutions. Similar to
his list of planning essentials presented previously, McClenney alsa has provided a
list of many of the most prevalent barriers to planning in the community college
setting:

« Futility: Many faculty and staff members are refuctant to attempt planning
because the institution has ignored past planning efforts.

* Time: Many managers occupy themselves with operational and lower order
administrative tasks,

¢ Commitment: Many individuals are uncommitied to planning or any addi-
tional responsibilities placed upon them.

* Complexity: Planning involves a complexity of interrelated variables which
are difficult to isolate and arrange relative 0 one another.

* Resistance to Change: Planning often leads to organizational changes which
are eosisted by many individuals. These individuals resist planning as a
precursor to such undetermined changes. '

¢ Resources: Many institutions fail to plan under the assumption that the
process involves the allocation of resources which are not available to the
institution.

* Selfinterest: Similar to the resistance to change, many institutions refrain from
planning due o the vested self-interests of many institutional officers.

* Mission: Institutions must have a clear sense of mission before planning can
begin. The lack of a clear mission inhibits planning.

¢ External resistance: Many institutions face opposition 1o changes in mission or
programs from their publics with vested interest in the institution’s program.

s Activity: Institutions do not tend to dewvelop an annual cycle of activity to
update the strategic plan, develop the operational plan, and allocawe or
reallocate resources resulting in confusion and disorganization.

s involvement: All levels of the institution’s organization are not involved in
developing achievernents and results of the current year, desired outcome for
next year and projections for the second year of the cycle causing hostility and
ultimately disinterest among staff

Strategic Planning, the Organization and Organization Development

Drucker {1980) in Managing in Turbulent Times, observed that managers of all
organizations face ok unifying challenge. “The one certainty about the times
ahead, the times in which managers will have to work and to perform, is that they
will be turbulent times. And in turbulent times, the finst task of management is to
make sure of the instifution’s capacity for survival, to make sure of its structural
strength and soundness, of i capacity 10 survive a blow, to adapt to sudden
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change, and avail itseif of new opportunities.”’

Kim Cameron distinguishes between organization adaptation and organization
development efii_rts of institutions as they seek Drucker's desired internal capacity
and structural strength. “Organizational adapiation refers to modifications and
alterations in the organization or its components in order to adjust w changes in the
external environment, its puipose is 10 restore equilibrium to an imbalanced
condition. Adaptation generally refers to a process, not an event, whereby changes
are instituted in organizations. Adaptation does not necessarily imply reactivity on
the part of an organization . . . because proactive or anticipatory adaptation is
possible as well, But&\eempiusss is defini®ely on responding to some disconti-
nuity or lack of fit that arises between the organization and its environment”
(Cameron 1984}. Organization development focuses upon changes resulting from

internal factors of the organization. (Both are important for the successful use of .

strategic planning.)

Organizational chars have undergone considerable change in the past years at
institutions adapted to the “lack-ofit” between the extemal and the intemal
factors. Community colleges adapied to the reduced enroliment and funding with
the creation of positions in public information, marketing and resource develop-
ment. But the difficulty is in envisioning the successful incorporaiion of these staff
functions into the organization withou an institution’s use of organization devel-
opment strategies to reduce ¢ nteivailing forces to intemal change and strengthen
faculty and staff acceptance of the legitimacy of these new functions.

In her study of successful strategic management practices in small private

colleges, Chaffee found that institutions which recognized the importance of

guiding and interpreting organizational change ta the college community (practic-
ing organization development were move resilient to environmental threats facing
these institutions than those which merely adapted to changes in market demands
(practiced organization adaptation) (Chafiee 1984). McClenney's approach 1o
strategic planning emphasizes the importance of organizational involvement
without abdicating Keller's task of “ " and “leadership.”

Other researchers have drawn attention to the intimate relationship between
many stralegic planning models and approaches to organizationa! development.
Wailter Hunter (1983) has described a “radical intervention” planning model
which, similar 0 McClenney's approach, casts strajegic planning in an organiza-
tional intensive framework.

In the truest sense the rationa! intervention method is a "“quality
circle” approach. It is based on the premise that good pbople will
adjust. Redirect. Change in a democratic wav when prosented with .
information which is critical to their continued existence within the
total institution,

Hunter describes the approach as proceeding in seven stages overtappmg with
many of those used by McClenney:
. There is an awareness of the problem.
Relevant information is assimilated.
The problem is fully defined.
Alternate solutions are considered.
An alternate is selected.
The alternate is fully refined in a sale environment.
The change is adopied.
The similarity to McClenney’s approach is not coincidental. Strategic planning in

D
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its focus to change redirects organization goals and inputs through changes in
human resources. (hafiee’s study pravides empirical evidence which confirms the
importance of both organizational adaptation and organizational development in
successiul strategic planning.

Accepting Institutional Boundaries

The traditional planning models wiilized by . Jher education over the past
decades focused upon the use of resources in meaningful cust-effective ways.
Planning was apolitical with planning models drawing extensively upon business
principles grounded in economics. Institutional leaders were interally focused.
Stralegic planning, as characierized by Keller and McClenney, recognizes the
political environment as the fundamental arena wheve decisions regarding govem-
ance, finance and cusriculum are formulated. Pamell underscores the significance
of this new orientation:

A word we tend o shy away from but which is a concern as an
external factor is the word “politics.” Too many of our peaple tend
to think politics is a dirty business and we are not going o be
involved in it. ] want to tell you that every day { walk into my office |
am in politics. Everyday a president walks into his office he is
involved in politics. There is nothing nm fierce than politics on a
college campus.

Strategic planning focuses upon the ability of an institution to adopt locally
initiated strategies that are consistent with local neerds and regional or state level
priorities. Each individual institution, however, possesses widely varying oppor-
tunities for change and adaptation which have been developed and nurtured
within the political environment. Increasing amounts of state governang2 and state
fiscal dependence, for instance, represent decreasing opportunities for instituticnal
action. In general, community colieges differ in their ability to invole new
strategies for renewal in three areas.-

Community colleges are now established within two principal patterns of
control: (1) states in which two year colleges are fully controlied by the state, and
(2) stutes where two year colleges are controlied by both local communities and
the state. Few institutions can be characterized as fully independent of state
control. In 1984, 40 states provided for some type of board at the state level with
varying degrees of control as the principal govemning body for their community
colleges (Campbell 1984). Coordinated state systemns of community colleges and
state systems of higher education regulate institution’s curriculum programs. The
community college movement that once was characterized as ‘the most adaptive
systemn of education’ has in many states become fully incorporated into a bureau-
cracy which parallels that of a regulated public utility. Educational leaders must
recognize that strategic plans should address both the changes which can be
introduced within the existing system of governance and seek the necessary focal
autonomy to ensure the institution’s ability to adapt to iocal needs.

Dale Parnell {1984), in describing the dominant factors affecting community
colleges in the future, challenged community coﬂeges to avoid unnecessary
rigidity in administrative control.

I hope that community calleges never lose their fleximility: that's
been the hallmark of the growth of the community college move-
ment; but | am afraid that | see sorne of the hardening of the arteries
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setting in. We are making a few more 1ules, the states are making a
few move rufes, and the federal government is making a few more
rules. There was a report put out on higher education, | believe
Milton Eisenhower was the editor of it, back in the fate 505%. (
remember the title of it, “Efiiciency in Freedom.” There is some
efficiency in allowing local control and in allowing some freedom
for people to move . . ..

Perhaps even greater disparity exists in community college finance. Some states
allow institutions or districts to fevy taxes for capital and operational support.
Other states provide no opportunity for institutional assessment instead providing
the institution with funds under a state established encoliment driven formula.
Again ieaders must work within established systems of finance but actively

" campaign for changes in finance and funding formulas which circumscribe
institution’s abilities to meet student demanc's and introduce new programs and
services which meet the emenging community needs identified through needs
assessmient and analysis.

In their award winning book, in Search of Excellence, Peters and Waterman
(1982) characterize America’s best run businesses as loosetight organizations,
organizations which adhere tightly to a central marketing strategy or business
philosophy while retaining the looseness needed to promote creativity and respon-
siveness (o customers and employees. Community college leaders should not
utilize strategic plans to focus upon policies, formulas or systems of governance
which faif to promote institutional vitality.

IMPLICATIONS

New Challenges for Strategic Planning

The management literature is replete with examples of management systems
which were intioduced as the culmination of the management sciences, Much of
the early literature on management-by-objectives, program planning and budget-
ing systems, and zero-based budgeting endorsed these models as tools which
would achieve the renith of organizational vitality and effectiveness. Many of
these systems continue o serve organizations; however, their initial fascination has
faded. :

Strategic planning, especially as presented by Keller and McClenney, has not
been presented as an algorithm to solve the problems facing community college
feaders. It is instead the rational realization that what management does or does not
do affects the growth and survival of an organization. But, as leaders accept and
hegin the task of strategic management within the community college, meaningful
challenges emerge which must be acknowledged and successiully incorporated
info approaches to community cullege planning.

Challenges to Mission

As comaunity college leaders use strategic planning to analyze their individual
missions and seek new student markets, the commitment to open access and
educational opportunity can be undemmined. Keller's “active, entrepreneurial
shaping of an organization’s or institution’s future life . . " does not license an
institution to abandon its public charter and trusts” Declining financial aid re-
wairees and the growing cost of remedial instruction might suggest that an
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institution develop and market programs and services 10 students with ability to
pay. The college leaders could vaise admission standards thereby reducing the
costs of remediation. Allernatively, the college could seek new sources of financial
aid and develop a2 new cost-effective delivery system for remedial instruction.

Both Keller and McClenney emphasize that sirategic planning offers only a
framework for decision making which focuses relevant information on our choices.
Within this framework, community college leaders must seek strategies which
ensure institutional vitality without abandoning the commitment (o the publics the
institutions were chartered %o serve.

Chail {0 Orsanization Deved .

Keller and McClenney both emphasize the involvement of all organizational
levels in the strategic planning process. McClenney’s model, with it seven institu-
tional outcomes, provides for organization renewal and development as strategic
planning is introduced as an ongoing process involving all levels of the community
college. Keller, writing from his observations of higher education at all fevels, notes
that political power has “’shifted from the faculty to the campus leaders . . . (and
that) the choice has passed to the administrators 10 m. ke the new, hard decisions.”

indeed, strategic planning has moved 1o the forefront of the staff deveiopment
field as educational feack  deal with retrenchment and critically analyze their
programs and sesvices. M. ‘rvers have noted that faculty have shown a great
reluctance to make the “pew, . .«d decisions.” The effective educational leader
must bridge the chasm between these two organizational realities. Leaders must
draw upan all levels of the organization in the planning process if a desirable
climate of trust and vitality is maintained. However, leaders must recognize that
many midlevel managers and faculty cannot shoulder the responsibility 1o abolish
the programs staffed by their colleagues. Even greater confiicts are apparent when
the positions of collective bargaining facuity groups counter those of the adminis-
tration.

Keller describes the efforts of Princeton, Ohio University, Temple and Nordhwest-
em as they seek to bridge the seemingly competing needs of organizational
invoivement and decisive strategic planning. In this process new forms of govem-
ance in higher education have often emerged. The creation and effective use of
these new organizational struciures may represent the principal challenge o
community college leaders as they introduce strategic planning within their
institutions.

CONCLUSION

This chapter has briefly discussed the use of strategic planning as a new
conceptual model 1o guide community college leaders in addressing the complex
chalienges of the next decades. There is no atiempt heve to present this aperoach as
the last management panacea for higher education. Strategic planning does,
however, piovide a structured approach to decision .naking which requires

institutions to project the long erm consequences of aperational decisions that

have frequently gone unexamined.

As institutions implement strategic responses, new challenges to institutional
missions, governance and finance will emerge. Educational leaders must recog-
nize that many planning responses risk the abandonment of the founding mission
of the community college movement. Creative leaders are needed to bridge the

18 Leadership Strategies for Community College Effectiveness

29

Ly

256 . al

R CV R



community college’s tradition of access and apportunity with the financial and
technological realities colleges now face.

Reviewers for this Chapter

William |, Starling john M, Duncan

Dean of Administrative Services Enginecring and Vacational Division

Sampson Technical College Counsetor

Clinton, North Carofina Fayettevilie Technical institute
Fayetievilie, North Carolina
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What we really need o concern ourselves with is organizational
effectiveness, After all, our national slogan is “opfxrum:ty with
excellence” and this imphes attention to how well we are doing
th&ms«m&tm& Maost discussions | have heard

g presidents avoid the effectiveness question. Partly, this fol-
iomkomwmabdnymdetmwha:mmbyeﬁmmor
excellence; but also present is an element of concern. If we do
assess our effectiveness and discover that it is less than it should be,

how will we cope with this finding? People sometimes avoid -

physical examinations for the SAME reason.
- Richard C. Richardson, |r.

The community college must be willing to be flexible and seek
solutions to old and new problems without abandoning those tenets
of its philosophy that have made it valuable to American society.

George 8. Vaughan

At a gut feved, alidus&mwmmmegoesim&gnwmd
keeping a. large organization vi responsive iy
statements, new strategies, plans, budgets and organization charts
can possibly depict. But all too often we behave as though we don't
know it. If we want change, we fiddie with the strategy or we
change the structure. Perhaps the time has come to change our
ways. ,

Thomas |, Peters and

Robert H. Waterman
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OBJECTIVES
Syﬁtemdnfﬂ\isdup&fﬂtereadefslnﬁdbeablew

. Understand the environmental characeeristics that influence organizational '

eflectiveness in community colleges.

2. Discuss some recognized models of onganizational effectiveness and ap-
proaches 10 using them for evaluating outcomes in community coileges.
3. Mmdha&u&&mmwﬂmmﬁrmu&ww

. organizationa) effectiveness.

4. Distinguish between those community college goals and objectives which
may be successfully aliered and thaose that are altered at the risk of distorting
the true comaunity college mission,

INTRODUCTION

Ocxanizational Effecti

Finance and-govemnance should be studied as means 0 an end rather than as
ends in themselves or even as discrete topics. Researchers of organizational
development emphasize that to be effective in producing desired change, man-
agers must approach their organizations as functioning systems, Their point is that
within a system, changes in any element affect all of the other elements, and the
impact of these changes must be taken into account so that changes are additive
rather than contradictory. CEGs are not fascinated with finance and govemance as
topics deseiving of study in their own right (which of course they are), but rather as
stramgies for moving their organizations toward the achievement of priovities.
Richard C. Richardson, ji., Professor and Chairman of the Department of Higher
and Adult Education at Arizona State University used these words to introduce his
presentation to the North Carolina Community Colleges Presidents Leadership
Institute,

Richardson’s model, “Managing for Organizational Effectiveness,” provides an
excellent framework for a review of his thinking on the subject. (See Figure 1).
Commenting on the exhibit, Richardson says, *The modei includes three distinct
clusters of variables. The first involving organizational characteristics, some of
which can be changed by managers while others are largely outsidc organizational
influence. It is on these characteristics that most discussions | have heard among
presidents focus. Like good hypochondriacs, we derive considerable satisfaction
and a certain amount of relief by comparing symploms and discovering that ours
are no worse than anyone else’s.”

The organizational characteistics section of the effectiveness model clearly
defineates those environmental characteristics over which practitioners exercise
flittle or no direct control. These can, however, be influenced (as found later in this
discussion) and therefore usually command & good deal of attention from top line
administrasors. On the other hand, the administrative characteristics listed in the
model are elements over which control can be directly maintained.

Most community ~ollege leaders have no doubt felt the frustration of constrain-
ing funding formulas or system-wide goals and objectives that seem inappropriate
to meet focal needs. “If only we had a betier quality student] You had better be gald
you don't have io work with the faculty at our institution! Why doesn’t the public
appreciate the urgency of what we are trying to do out here!” These and similar
comments might be heard on any community college campus from California to
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$s3UNID3Y3 a8ajj0) Anununund) 10} saifarens diysiapeal

Managing for Organizational Effectiveness
ORGANIZATONAL MANAGEMENT QOBSERVABLE
CHARACTERISTICS PRACTICES - OQUTCOMES
Environmental To Alter Environment Organizational Eflectiveness
a. Fiscal Constraings Including Methods of a. Legislative Activity Relationships with extemal agencies on which
Funding , b. Public Information Program college depends for resources
b. Mission Definition (stalo) » ¢. Comwmunity Service
¢ Student Demographics (age, preparation, | — o L Ovrganizational Effectiveness

fulltime/part-tine, educational objectives)
d. Faculty Charatreristics Genure, field of prep-
aration, recency of fraining)
e. Public Priorities {prisons, economic

development)

man, negotiator — after Mintzberg 1973,

Adminisiratiee

a. Priorities (access/achievemen, efficiency/
effectivencsy)

b. Management Roles

<. Decision Processes

d. Communication

e, Strture

To Manage the Ovganization

a. Srategic Planning and Marketing (includes
resource ailocation, stidlent recruiting)

D. Reorganization and Staffing (Colleges
without Walls, parttime facuity)

<. Participation in Decision Making (includes
BOvernancej

d. Safi Development (management by objec-
tive=, training session)

e. Directionality and Openness of Communi-
cation

{. Evaluation (accountability, program review,
institutional research on outcomes)

e e e e votn ot ot~ — - — p— — — — —

Management Roles: leades, monitor, dissemina-
v, entreprenewr, disturbance handler, resource
allocator

Institutional climate including attitudes and
tevel of support from faculty, staff and students

Ovganizational Effectiveness
Gaoal Achievemen

Figure 1

{Richandson 1983)
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the Carolinas. While the complaints may be 10 no avail, there are appropriate
straiegies which can successiully impact these environmental characteristics, Even
where they cannot be altered, these characieristics must be understood since they
provide the context within which community colleges function.

it is fess fashionable, but just as important, to talk about those administrative

characweristics of priority setting, management role definition, decision-making
processes, communication channels and organizational structure. Clearly, these
elements are controllable and more directly addressed than the environmental
ones.
Before looking at the management practices that atterpt © influence and
control the organizational characteristics that Richardson indentifies, it is helpful to
have some gauge of the effectiveness of those practices. Professor Richardsor:
comments, “If we really want to make our organizations more effective, and the
decade of the 80's has already emerged as an era concemed with quality, then we
must find out how well we are cumently doing or we will have no basis for
deciding what changes, if any, are necessary.”

Richardson continues, “Excellence is one extreme on a scale on which we
measwe effectiveness.” He goes on 1 outline three tracks along which organiza-
tional effectiveness rins in the pursuit of excellence. These tracks measure:

* The extant to which the coliege’s established goals are achieved.

* The extent to which positive relationships are maintained with the external

entities which the college depends on for resources.

¢ The extent to which positive relationships within the institutio  prompt

people 10 support the objectives of the institution.

As was the case with the organizational characteristics, the three definitions of
organizational effectiveness feature both internal and external elements. Also
present is a sense of a mix of the controllable and the uncontroliable. Again, the
implication is prudence dictates aggressiveness in atlending o the controliable and
less paralysis from fears about the uncontroliable.

What happens when one definition of eflectiveness conflicts with another?
Richardson cites an example: of an institution whose administration felt the need
for a new set of institutional priorities that conflicked with the faculty-perceived
accepied norms of operation. Specifically, the administration took steps to establish
a “college without walls,” a strong continuing education autreach program
involving the hiring of parttime faculty from the community. There was resistance
from the old guard college-ransier oriented facully on grounds of educational
principde. Furthermore, the change hit the pocketbook of faculty members when
the continuing education classes they taught for extra income moved off campus.

Here is a clear illustration of a conflict between the organizationa! effectiveness
measurement of goal achievement and the maintenance of an intermal climate
supportive of the institution’s objectives. Other examples can readily come to
mind.—A much needed budget request for a faculty pay raise is proposed to a
funding authority that has taken a stand against new taxes. O, there is a push for
impraved funding for the college transfer program in a climate where the college’s
primary mission is job training. Amid ali these obwvious conflicts, Richardson is
quick to point out that ““to the extent that you pursue one form of effectiveness, that
may mitigate against your ability to achieve another form of effectivenass.”’

When it comes to management style, Richardson relies heavily upon the work of
Henry Mintzberg on manageriai roies. “it is Mintzberg's (1973) contention that
administrators influence the orzanizations they lead through the relative emphasis
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they place on each of ten manageria: roles. {(See Appendix B). An administrator’s
preference for a particular role influences choice of strategies and the approach
taken to implementation. For example, Mintzberg's research suggests that main-
agers in general show preference for brevity and interruption in their work. Thus, a
endency fowand superficiality becomes a prime occupationa! hazard for the
manager. This preference in tum relates to the role of disturbance handler which
many managers enjoy (in fact, some have been suspecied of creating disturbances
s0 that they can have the satisfaction of dealing with them)."Noting the roles that
Richardson identifies as appropriaie for community college leaders in their efforts
10 alter and internally manage the institution’s environment is interesting and
worthwhile,

The principle of adjusting or radically changing strategies over time is an
accepied one. Richardson points out that likewise, altering management styles is
necessary. Retuming to the example of conflict betwees forms of effectiveness, the
administration initially ackad very autocratically in establishing the “college
without walls.” Sensing the intemal discontent, the administration involved the
faculty in a planning process indicative of a very democralic style. By this
acaptation of management styles, the adininistration quickly placed its priorities
and moved to regain the internal support needpd to assure the institution's
continued progress.

Richardson makes refevence 1o the woik of Fredrick Redin whose managerial
grid introduces an effectiveness dimension. Redin’s idea is that managers should
be aware of the prevalent management style within their institution and be
prepared o adjust it when inhibiting overall organizational effectiveness. The
relative importance of knowing one’s own management style and the management
tools available becomes clear. This mix of style and strategy working to create a
favorable external environment, a supportive climate within the institution, and a
wellconceived sex of goals will produce excelience in our commuinity colleges.
Mission

While few would dispute the need o be effective in the extemal environment or
within the institution, not all community college practitioners are as willing as
Richardson appears w0 be to compromise the traditional goals of community
colleges.

One such individual is George 8. Vaughan, President of Piedmont Virginia
Community College. He admits that the community college is facing a crossroads
where reexamination of its priorities, its resources and its mission are in order.
Howewves, Vaughan cautions against “abandoning those tenefs of its philosopt .y
that have made it valuable to American society.”

As Vaughan (1983) sialed, today’s managers, in order 0 be mare effective a:
feaders, need o first clarify the mission of the community college. He says the
mission is difficult to articulate for several reasons: the mission is constantly
changing and stays in a “constant state of flux”; each community college has its
own mission which makes it different in certain aspects from the national mission;
and the change in leadership at the national fevel has taken the colleges in a
different direction. The last reason refers to the change in the presidency of the
American Association of Community and junior Colleges from Edmund Gleazer to
Dale Pamnell. Gleazer was a philosophical leader who envisioned the community
college as a “student-centerad, community-based, performance-oriented people’s
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college.” Pamell, on the other hand, is a pragmatist and has placed the emphasis
ma&abluhhssﬂmghnkagesmﬁrhmumﬂmdm&yhmw&mnmgand
retraining programs.

Community colleges, according to Vaughan, may be at a watersshed. The
mission may or may not be changing; but as Cohen (1982) says, if it is not, at least
the emphasis is shifting. Vaughan says that community college leaders need to find
a bvoad perspective around which they can rally to revitalize the mission, and he
suggests that maintaining institutional integrity may be that needed perspective.
He lists six trencds which be feels are now threatening institutional integrity:

1. The Quality Revolution. An emphasis on quality tends 1o result in the
axciusion of that segment of society which has depended on the community
college as its only source for educational improvement. f institutional
inkegrity is to be maintained, quality must be defined only in torms that are
compatible with the mission of the college.

2. Partnership with Business and Industry As closer linkages are established
with business and industry, coliege leaders must not aliow business and
industry 1o dictate educational policy and decision making.

3. Loss of Comprehensiveness. Community colleges must resist the temptation
nd%uﬂydmemmﬂuchdmapmﬁtmmwm;dm
of programs in order for the institution to maintain its integrity.

4. Loss of Funding for Community Service, With shrinking funds from legisla-
tors fo fund recreational and personal interest courses, léaders must deter-
mine if the community services component needs to be dropped from the
mission. if nat, supplemental funding sources need o be found.

5. Increasing Casts to Students. The last few years have seen an increase in
tuition and a corresponding decrease in available financial aid. This most
directly affects that socio-economic component of society which only the
community colleges have been able to adequatly serve, Leaders must assure
that this part of the mission of the community college does not have to be
dropped.

6. Abrogation of Decision-Making Powers. Community ¢ g2 leaders have
not been able to make the distinction between decisions \Lat should be made
by them and those that should be made by lawmasers ana wther parties. As a
result, managers are letting other people make their decisions for them.
Managers need to articulate their role so that the lines of authority are clear
for all parties invoived.

Vaughan (1984) says that leaders must be sensitive to all of these threats, any of
which would mean the end of the most important contribution of the community
colleges—open access. The case for open access, he says, is simple: this country
was founded on the belief that all people have the right, and should have the
opportunity, to achieve the full limits of their abilities.

America is changing and education must change to keep up. Vaughan (1984)
mentions three factors of which managers need to be aware which could easily
move the community colleges in a new direction: (1) declining numbers of high
school students; (2) the change in n leadership (which was previously
mentioned); and (3) an evolving ys that community colleges must
remain flexible and must seek answers 16 old and new problems while maintaining
those tenets of their philosophy which have made them so successful.

Vaughan says that the community college has four areas of concemn which
managers must now deal wiih. _

Chapter 2 Governance 27

38

. 4

bl

oy



i.

28

Maintaining Open Access. The community college represents the only
chance millions of Americans have to further their education beyond high
scl W, Butas many community college programs become more complex in
nawve, the cancept of open access is changing and the college is becoming
desirable to a different kind of student.

Several factors are threalening 0 restrict open access as it is recognized
today, inclding the public challenge %o offering high school level courses at
the postsecundary level at the public’s expense. Other factors which are
causing managers to reconsidier open acoess are greater demands for accoun-
tability; fewer tax dollars for the support of community service functions and
the social side of education; a dedine in the support of legislators; the
popularity of “high-ech’ programs; and a renewed interest in quality. The
“quality revolution,” Vaughan fears, will be misinterpreted by community
colleges and may be used o exclude less-qualified applicants who are
members of lower socioeconomic levels or minorities. Quality must be
considered, bt in light of the mission of the community college. He says to
automatically accept the betier qualified student is to reject the commitment
10 Open access.

. Maintaining a Comprehensive Program. Vaughan sees a comprehensive

program as a means for achieving the end, which is open access. There are
threats to the comprehensiveness issue. Remedial courses have already been
mentioned as an issue with the legislature, Transfer programs have suffered as
a result of the emphasis put on technical education. Community service
programs have been attacked all across the country. Even vocational pro-
grams and student sevvices have been cut back as the more glamorous high-
tech programs are expanded. The community college has teen the only
comprehensive postsecondary institution in the past, but today the picture is
changing. Many community colleges are drastically cutting back or dropping
various programs altogether,

. Institutional Integrity. The threat to institutional integrity stems from the

commitment the community college has o its community. ﬂsecatmes have
established relationships with business, industry and other agencies which
have been beneficial 10 ail parties. Vaughan wams managers, however, that
these refationships can become dangerous if not monitored carefully. He says
that compromise is the answer (o such relationships. He thinks representa-
tives from industry, for example, should be involved in faculty selection and
assessment of performance. He says partnerships with other agencies should
become an integral part of the total operation of the college. In this way a
system of checks and balancer is formed through the faculty, staff, administra-
tion and goveming board, which will help maintain institution integrity
while fulfilling its objective that calls for cooperation between outside
agencies.

. Keeping Faculty and Staff Vital. Vaughan offers no answers for this concem,

but he does describe how conditions have changed over the years and now
are working against faculty and administrative vitality, By 1992 over 52% of
all college faculty members will be over 55 years old. Community colleges
have less courses 10 be taught than the four-year institutions. Therefore, a
faculty member will be called on to teach the same course year after year.
These people are certainly subject to bumout unless something can be found

iv remredy ihe situation. As growin has stowed, so has fhe demmasd for mew

Leadership Strategies for Community College Effectiveness

33

. #



fyculty and administraiors. Mobility has slowed o a crawd. Facuity just do not
have the opportunity @ move from job to job as they once did. As Vaughan
says, “Innovation is a rarely heard word on most commusnity college cam-
puses today; faculty members are playing it safe for reasons of limited funds,
public image and job security.”
Vaughan says that the community college can survive this crisis and become
even stronger if managers can learn %o build upon its strengths and continue ©
serve the needs of soclety in an efficient and effective way.

if Richardson is atcurate in defining the thwee forms of effectiveness, and if
Vaughan's thinking on the need to preserve the basic senets of the community
college mission is acceptable, this establishes a somewhat different twist in the
pursisit of excellence. This concep? is best ithustrated visually.

Envision Richandscn’s three forms of effectiveness as individual scales along
which effectiveness runs toward the extreme of excellence, Now, imagine that the
three tracks converge at the point of excellence. in graphic form the image will
appear as Figure 2. This mode! assumes, as Vaughan argues, that the central
community college mission {goals) should not be subjected o the give and take
that Richardson argues must take place between the forms of excellence. Given
this assumption, the achievement of excellence becomes a function of those
relationships that comprise the institution’s extemal and intemal environment.

QOuganizational Effectiveness Model

Excellence

‘
<

Level of
Effectiveness
External Mission internal
Environment {Gaal Achievement) Climate
Figure 2
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Using the model diagram, select a point on the external environment cantinuum
that might represent an institution's relationship with i - external environment
(prospective students, business and industry, funding authorities, etc.). Now,
likewise,sdectapohﬂmmein&rna!envinxmmnﬁnum&utisreﬂeﬂived
the institution’s intomal relationships (existing students, Board of Trustees, faculty,
staif etc.). The latter may not be so easily conceptualized since the individual
elements are themseives component parts of the institution, Perhaps picturing how
these groups view the college would belp.

Now, connact the points with a straight line. The!uéqwbnamraﬂymm\seas
the -institutional wlscmtmmaﬁmpmn&iﬁdvemode& this point of -
intersection represents the college’s level of effectiveness. In truth, though an
msnumsmissimnwybemquestnublywmummemhghum its
quest of excellence than its relationships will aliow. In this context, establishing
and maintaining positive external and internal relationships well may be a most
appropriate definition of governance.

One does not have to “"buy into” the notion that the community coliege mission
is cast in contrete to appreciate the implications of viewing govemance as a
refational activity Three key subsets of the governance theme are organizational
structure, management styk. and finance. Each is examined here in the context of
extemal and intemnal relationships in an effort to isolate future implications that are
usefid o community college managers.

Organizational Structure =

Public policy is evolutionary and community college leaders today constantly
must be aware of the directional changes bappening in the marketplace. Zammuto
(1982) said that an organization can be termed as effective if it is, by the client’s
definition, meeting his demands satisfactorily. An effective organization must
change as client needs change if it is to remain effective. '

The rapidly changing environment that institutions of higher feaming are facing
may indicate that more consideration should be focused on the concept of
“‘organizational adaptation.” Kim Cameron, (1984) director of the Organizational
Studies Program at the National Center for Higher Education Management Sys-
tems, defines organizational adaptation as the “modifications and alterations in the
organization or its components in order & adjust to changes in the equilibrium
an imbalanced condition . . . the emphasis is definitely on responding to some
discontinuity or lack of fit that arises between the organization and its environ-
ment.” (ameron refers to a “life cycles” approach to adaptation in which
organizations are assumed to progress through four sequential stages of develop-
ment. Perhaps community colleges are beginning to enter the fourth stage of
development in which decentralization, domain expansion and renewed adapt-
ability take place and new subsystems are established. During this stage the
oroblem is to overcome inflexibility and conservatism, and expand to meet the
new client demands.

In other words, community colleges have become “maintenance organizations®
and need to strive tq become “developmental organizations.” Many authorities
believe that to truly become developmental institutions, community colleges must
establish linkages with the public and private organizations in their service area.
Alfred (1984) recently said in an unpublished concept paper that linkages will
pravide the means for community colleges to regain the “institutional uniqueness”
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which they once enjoyed but now has become a concept of the past. Dale Pamell
(1984} in a recent interview said that linkages with the public schools, the fouryear
colleges and universities and business and industry “will be the name of the game
for the next fifieen years.”

With these thoughts in mind community college leaders will bave to make their
organizational structue (lexible enough 0 deal with the external factors which will
be confronting them. The ability of leaders to make the necessary structural
changes so that institutional personnei can be best utilized in a manner commen-
surate with their abilities will become important in achieving organizational

Organization charts in many compunity colleges and technical institutes have
undergone major revisions in the st few years due to the “lack of fit” between the
external and/or intemnal factors. In some instances the organization chart of
community colleges is beginning % resemble that of the private colleges or
proprictacy schools. For example, the positions of resource devefopment officer
and public information officer have long been prominert in private colleges and
proprietary schools. However, until the past few years, such positions were rarely
found on the organization chart of a community college. But times have changed.
With fedeval, state and local governments spending less dollars on education, ithas
become necessary for the community colleges and technical institutes to consider
extemnal sources other than governmental agencies for supplemental furding. in
order 1o do this, these institutions have established a position for resource develop-
ment. <

While recruiting students and image building have long been functions that have
existed in community colleges, these responsibilities were usually assigned o a
staff member who had other primary responsibilities. Many community colleges
recently have upgraded the importance of these responsibilities by hiring a full-
time public information/public refations officer.

- In a june 1984 personal interview, Dale Pamell, president of the American

Assaciation of Colleges and Junior Colleges, stressed the importance of image
buikling by the communily colleges. He said that too many people have a fuzzy
image of the community coliege. He thinks these colleges should become very
serious in their attempt to clarify this image in the public’s eyes. Pamnell sees image
building as one of the top challenges facing community colleges as they move
toward the year 2000. ’

Piedmont Technical College is one such institution that has some very natice-
able changes in its organizational structure. The changes made are certainly
unique to the North Carolina community college system. But with the sweeping
changes in the external environment, similar forms of organizational adaptation
may soon be mon: prevalent nationwide.

The president of Piedmont Technical College in North Caraling, Dr. Edward Cox
{1984), realized the need o have more direct coordination between his institution
and the State Department of Commerce, the Department of Labor, the Industrial
Services of the State Depariment of Community Colleges, and local industries in
his coflege’s service area in o™ler to solve local manpower problems and meet
local manpower training needs. He also wanted to establish more direct communi-
cations between the college and the local Chamber of Commerce, Employment
Security Cummission and the local Economic Development Commission for the
purpose of coordinating a search for new industry and for organizing manpower
development programs.
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The president decided that if he was going 10 establish better finkages with these
agencies then he would need o do a good job in the area of public relations. He
also realized that more resources would have to be uncovered to fund these new
programs, because his present allocations would not be sufficient for such an
expansion in training programs.

In order to accomplish these objectives, @ new division was formed in the
coliege and entitied the Office of Coliege Relations and Development. This
daviﬁmmssdavmawdengmdmwasec@ymedwﬁsim
head answers directly to the

mm&mud‘mmmsmuvm:dwmmm
Development, in addition to his supervisory responsibilities has other assigned
duties which include establishing and maintaining direct contact with local
businesses and industries to assist them with their training and educational needs.

The Director of Resource Development is responsible for writing grant proposals
for federal, stae and private funds; oganizing and coordinating fund raising
activities of the PTC Foundation; and serves as Executive Director of the PTC
Foundation. This person is also responsible for alf alumni relations and coordinates
the annual campus fund drive.

The Director of Public Relations is in charge of wiiting and coordinating with the
wnmdhaitofﬁmmﬂe@smmlemmdmmblehd%mephmma
and management of all the marketing activities of the college.
mmmmmwmwmtm&nlmm-

;ttusptmenmbetiﬁcmwefieds\ek:n\eeﬂngﬁwmaﬁmcdlege
community. New linkages have been formed between the college and community
industries and other agencies; and the response time to community requests has
been shortened considerably.

One intemal factor which is cunently impacting the organizational structure of
community colleges is the addition of computers and word progessing systems.
Leaders should be concemed that information be able to flow up and down
through ali levels of the organization so that all personne can obtain the needed
information and distribute it to others as the need anises.

Kefler (1983) said that information about the internal operations of a coliege are
vitai (i.e., space utilization, facility and equipment needs, ulility requirements,
auditorium, bookstove, etc ). “Impraving the management information sysiem,” he
said, “is therefore an indispensabie step in improving the everyday operation of the
campus . . ." Pamell said that we must find a way 1o take the new information
available and put it to use in the classroom. Alfred (1984) in 2 recent classroom
iecture said that onganization structure should be designed % al.ow for decentral-
ization of information. Too often the structure makes information availabie only to
the president.

The organizational structure that is conduci«e 0 a two-way flow of information
provides a context for change, which allows for creative and innovative responses
to the external environment.

Management Style
As previously mentioned, in order to develop alternative sources of funding,
linkages with the community will become more important to community cofleges
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than ever before. In order to establish these linkages, managers will have to assess
their staff's skills and abilities so that approjviate people can be assigned the duty
of establishing these linkages.

Ellen Chaffee (1384) with the National Center for Higher Education Manage-
ment Systems said that strategic management involves attuning and reorienting
people in the institution o changes in the market demands so the institution can
respond o these changes and “maintain . . . the flow of resources from the market
1o the organization.”

Pameli feels that community coller  are “uniquely situated to take the iead in
the community in the establishment of finkages.” He says that presidents need to
assess their own management style in determining what institutional personnel to
.involve in the linkage process. Many presidents may wish to take the lead in
forming linkages; others who are more intemally oriented should provide a
structure in which someone else has that responsibility Pamell, in a recent
interview, stressed the importance of the community callege maintaining internal
flexibility. He suggests that managers should follow what he has labeled the
“loosetight principle.” (The word “loose” ... refers to the flexibility in the
college. He says that the trend toward less local control is threatening to take away
the colleges’ flexibility. Managers need to find ways to maintain that flexibility.
“Tight" refers o the value system of the college, the college’s reai beliefs, what it
holds tight)

The manager also must remain flexible when considering the mission and goals
of the ingtitution. Managers must be willing to adjust the mission and/or goals if
environmental factors indicate that such chang = is needed. With a changing public
policy putting emphasis more on quality than quantity, a good deal of thought
must go into evaluating the thission and goals. The open door philosophy puts the
emphasis on envollment when achievement seems 1 be more in tune with the
thinking of legislators andi employers. As Richardson (1984) said, a major issue is to
decide whether we need “to concentrale on a more limited range of activities with
greater attention to program coherence and student progress.”

-Finance

The Research Triangle Institute recently published a study of the elements
involved in the overall development—growth, stability, stagnation, or deciine—for
collegas and universities that receive substantial federal grants under Title il of the
Higher Edudation- Act. One of the study investigators, N.C. Stale University
Associate Vice-Chancellor for Business and Finance, William Jenkins, noted that
strong institutions had leadership, specifically presidents, with an “entrepreneurial
kind of vision.” This kind of vision, tempered with a new level of business
pragmatism, will be needed if crucial relationships with existing soaurces of
community college funding are to be maintained and strengthened. Likewise,
entrepreneurial vision and business acumer: wili be required to identify and
cultivate new funding linkages.

in dealing with tax levying authorities, leaders again must forge those kinds of
win-win relationships that matched open access and comprehensive program-
ming with the political trend toward individual rights and the war on poverty.
Recently the match has been technical training and economic growth. Tomorrow’s
match may not even be evident today. Herein lies the entrepreneurial challenge.
identity the match, seli it with enthusiasm, let the politician have the credit, and
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reap the financial benefits for the institution. The formula has worked before; it will
work again.

Chaffee {1984) has said that the ‘80's are bringing the deregulation of higher
education. With deregulation always comes oppartunities for the new kid on the
block. Community colleges with entrepreneurial vision are proving that founda-
tions and private donors are no longer the exciusive domain of independent
colleges and large research-based univessities.

Contrary 1o popular myth, all community college alumni are not employed at
minimum wage and incapable of being financial supporters. Efforts at establishing
fruitful linkages here require proper arganization, persistence and, of course, the
entreprencunial vision.

Cieative community college financiers may find that tuition and fees can yield
additional revenues without the negative effects most educators always assume.
Frederick Turk of the accounting firm of Peat, Marwick, Mitchell and Company
says, “‘Pricing strategy has not received enotigh attention in recent times . . . Many
institutions (and systems) actually back into price once the cost budget is es-
tablished and other revenue estimates are made. in essence, the price (i.e., tuition
and fees) is a balancing figure. ** Concepts like “demand-based pricing,” “price-
discrimination strategy,” and “competition-based pricing” may seeni foreign to
community college financiers. So did other marketing terms like “paositioning” and
“market segrmentation” that are now in the vacabuiary of most admission officers.
Breneman anxd Nelson (1981) hit hard at pricing considerations with their equity
vs. efficiency themes. To them marriage to the old across-the-board-rock-bottom-
pricing structures is theoretically inequitable and inefficient. Beyond theory, such a
pricing strategy can be downright costly.

Other creative financing arrangements that involve parties not heretnfore seen as
partners with community colleges are being struck. imaginative leasing arrange-
ments that allow non-profit entities 1o “tiesin” to the tax advantages available o
private business are an example. College-established foundations with financial
flexibilities not allowed within the institution have proven useful at many institu-
tions. Other such linking mechanisms wili be devised. The key is vision, entrepre-
neurial vision. .

Pechaps the external relationship that holds the most promise for profitable
cultivation by community colleges is that with business and industry. “The total
budgets for training and development in business and industry now run about $80-
100 billion per year,” according to Samuel Dunn (1983). “Traditional teaching
institutions will not have a monopoly on higher education,” he continues. The
question may be whether business and industry will be higher education’s
competitors or its compatriots. The answer lies again in successful linkage. Parnell
is a champion of the business and industry linkage. He is convinced that commu-
nity colleges have the flexibility to deliver what business and industry need in an
era of rapid change. Flexibility is a vital word in the entrepreneur’s vocabulary.

The one element that is ever present with the entrepreneur is risk. Vaughan, true
to his mission arguments, warns of the “inherent dangers when an academic
institution enters into a relationship with other agencies.” institutional integrity is
at stake, In each instance, the risk of compromising mission (the goal achievement
form of effectiveness) must be balanced against the potentials for achieving
effectiveness through linkages with external funding sources.

Having pursued to the maximum all possible sources of funding. community
college leadership must then focus inwardly and ask the question, “What is the
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exact programiming mix that will maximize the college’s social effectiveness given
the practical budget constraints within which it must operate?” There are as many
techniques for arriving at answers $o this question as there are community colleges.
They range from very quantitative and structured mechanisms to very intuitive,
“seat of the pants,” decision processes.
Whatever the approach, Robert Gruber and Mary Mohr (1983) suggest that it
should assist decision makers by:
s encouraging stralegic (long-range—~-what 10 do) as opposed to tactical (short-
range—how 10 do i) thinking;
* encouraging a holistic, as opposed to anatormnistic, viewpoint
* identifying trade-offs to be considered by program-oriented personnet;
¢ identifying programs in neeq of redesign, candidates for expansion or candi-
dates for divestiture;
& suggesting the direction of cash flow among programs; and
* providing broad guidelines for assessing thé: overall health of an organization.
Gruber and Mohr favor a mode! which long has been in use by the private sector
for “strategic audits,” “portiolio management” and “product line pruning.”
Devised by the Boston Consulting Group, it is known as the “product-portiofio”
model. (See Figure 3). After a study of the model, mentally dassifying certain
traditional community college educational programs should be easy. For example,
Mmmmmmmmm;mmbeh@ﬂybemﬁm!b
society, yet expensive; Therefore, they will probably rale a negative financial
retum. These programs it in the matrix under worthwhile, Note the basic strategy
and use of funds suggested in dach category.

4-Way Program Classification Model
Sustaining Beneficial
{Necessary evilf) (Best of all possible worlds)
Basic Stralegy: Basic Strategy:
@ Maintenance ' Cautious expansion
'§ Use of Funds:* Use of Funds:
§ & Subsidize “worthwhile”’ Trade-off — plowback or
2 programs subsidize "worthrwhile”
- programs
=
§ Detrimental Worthwhile
£ {No redeeming qualities) * (Satisfying, good for
[ 8 [
2 Basic Strategy: society)
& Pruning Basic Strategy:
rd Use of Funds: Careful nurturing
None available Use of Funds:
None available
Low High
Benefits
(Social Value)
*Refers to internally gensrated funds, Figure 3 (Gruber and Mohr 198 4
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Kedler (1983) has jazzed up this basic mode! listing the matrix classifications of
dogs, stars, cows and “?”. The key elements of the matrix are financial retums and
benefit or social value. The genius of this modiel is that it allows complete flexibility
to assign values 1o these two elements, yet it also allows the decision maker to view
programming holistically and see the overall effect of making certain trade oifs.

What is needed 10 make this model even better are management tools that assist
in the proper classification of programming. The financial retums sector can be
reduced W a basic cost vs. revenue analysis. Regrettably most community colleges
cannot identify costs, even direct costs, by programs. Perhaps program revenues
are move easily identifiable. This is especially true in those colleges which have
fulltime equivalency funding formulas. ideally the costrevenue information
should be a product of the institution’s accounting opevation.

Conceptually, costs and revenues are more readily evaluated than benefits. Some
colleges are making great strides in quantifying social benefits. Departments for
institutional research can eam their keep in this area. Howevey, the importance of
intuition should not be too heavily discounted. Here, true leaders eam their keep.

Gruber and Mohr sum up the need for a costbenefit analytical approach to
programming by concluding “adminstrators aind board directors of non-profit
organizations will be faced with increasingly severe competition for time, money,

d management skills as the nonprofit sector becomes more cost conscious.
Dedication must be accompanied by performance results, idealism tempered with
IMPLICATIONS

From this examination of the processes of governance, several implications for
the future spring forth. In the ‘80’ and beyond, community college leaders who
are mindfui of these implications will find the seas of higher education no less
turbulent but much more navigable than those who are heedless.

¢ Because of the increasing velocity of changes taking place in the external
environment, community colieges will have to regularly alter their organiza-
tional structure to remain congruent with public policy.

¢ Community college teaders, in order to become more efficien  d effective
from an internal point of view, must find innovative approaches to oganiza-
tional structure.

* Management strengths and weaknesses of administrators must be assessed so
that the college can become more efiective in dealing with the external
environment.

* Management styles i e fiexible in order to avoid internal conflicts that
hinder institutional progress.

¢ Community college leaders need W hawe an entreprencurial vision and
business pragmatisim when dealing with the institution’s sources of funding.

¢ Sume mechanism is needed 0 assist administrators in the proces. of balanc-
ing the social appropriateness of institutional programming with practical
budgetary constraints.

CONCLUSION

Colleges need to concern themselves with organizational effectiveness in order
o achieve excellence. Richardson's madel is presented as a framework for
managers to use to renew their thinking on this subject.
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Move attention needs to be given to the mission of the community coliege, and
Vaughan's educationat trends are introduced to help leaders find a perspective
around which they can rally to revitalze the mission ar: | to help the colleges
maintain instittional integrity.

Based on external and intermnal environmental factors, a model for organizational
effectiveness is offered as a means of assisting institutions in their pursuit of
exceflence.

Organizational structure needs 10 be fooked at as a convept that can change as
the environment dictates. Examples of recent changes in onganizational structure
are offered as food for thought for educationa! leaders.

Management styles also need to change to keep pace with other new develop-
ments in the education field. Effective leaders will have o come to grips with such
concepls as “flexibility” and linkages.”

Community colleges will have to show entrepreneurial vision to insure adequate
funding for the colieges in the years ahead. With deregulation, community
colleges will have 10 depend more on private sources for their monetary needs.

Reviewers for this Chapter

Charles £. Taylox, Jr. Thomas B. Anderson

Vice President for Business and Dean of Student Services
Finance Edgecombe Technical College

Meredith College Tarboro, North Carolina

Raleigh, North Carolina
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~ RATIONALE ;i
Leadership is caring about and attending to the quality of the '
institution . . . Quality is not what students have when they come to
college but what they possess when thay leave. What hawe students
#ccomplished at the end of the education process? Are they liter-
ate—can they read—can they write—can they groblem solve? Do ‘

yi

they have good job skilist Do employers say, “Your graduates are u
the best prepared | know. —{ prefer your graduate to any others?”
Quality examines what students came to fearn, and how well they ‘
do compared to others who studied elsewhere.
john E. Roueche e
\ %
When taiking about the emerging technologies, the first thing is to ¥
identify the job needs in your area. That is something that constantly (
changes, and something we have to say in tune with all the vume. x
New industry coming in, old industry modifying what they‘re doing, =
reiooling their equipment, and reshaping their whole approach to ¥
what they're doing—all of this is going an all the time in industry. :
How do we keep up with all thatt You‘re too involved with board ,
meetings, internal staff problems, court cases, and other things that .
tie up your time. K
Thomas E. Barion N
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OBJECTIVES

By the end of this chapter the reader shouid be able to:

1. Discuss leadership stralegies to ensure quality in the instructional efiort.

2. Understand the process of the community college instructional program as a
linking pin.

3. Discuss the divessity of inputs and need to keep output (emeﬂeme) re&event
to community needs.

4. Relate strategies used at other institutions to structure an msmscumai pro-
gram that makes good on the promise of community college mission to the
environment,

INTRODUCTION

Among the goals of the North Carolina Presidents’ Leadership Institute was to
acquire rew skills and strategies to update occupational programs. To this end the
Institute invited one of the leading researchers on comimunity college leadership,
De. john E. Roueche from the University of Texas in Austin, Dr. Roueche’s
comments centered around leadership strategies to help facully and students
achieve their potentials. This session also highlighted Dv. Tom Barion, President of
Greenville Technical College in Greenville,.South Carofina. Dr. Barton shared
several strategies practiced at his institution that have contributed o its success.

Opportunity refers to access or the open doos, the founding principle of the
community college movement. According to Dale Pamell (1984b) excellence is
for and about not wha is envolied but what happened 1o them during their stay and
where were they stood when they left, regardless of when they left. Then
opportunity is the community college input; excellence, the output. The process,
that which transforms input to output, is leaming facilitated by the instructional
program. To achieve excellence the instructional program must itself have the
characteristics of excellence and be responsive to changing community needs.
Excellence in instructional programs allows the community college to achieve
"Opportunity with Excelience.” Success must be measured by the success of
graduates ar.i “stop-in/stop-out” students. Do they get jobs? Are they admitted and
do they succeed in fouryear colleges? The bottom line is where they stand when
they leave (Pamell 19840).

To achieve excellence during times of adversity as well as prosperity, community
college feadership must determinedly and boldly develop and employ strategies to
support quality and relevancy in the instructional program. Good managers,
indeed all managers, at the community college fevel had better be highly support-
ive of the e product, learning (Pamell 1984b). The community colleges’
succes. with facilitating leaming will achieve excellence. This chapler will discuss
leadership and curriculum strategies designed to help achieve leaming, and help
ensure that the instructional program responds 1o a dynamic environment. Intemal
factors contributing to excellence that will be discussed include dealing with the
diversity in the abilities of new students, demanding excellence in teaching and
demanding excellence from students. External factors focus on building linkages
with high schools, employers, area four-year colleges and universities.

Researcher
At the Progdent’s Leaderhip Inditute, Dr Roucche discussed with North
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Carolina presidents several issues and strategies to help achieve excellence. The
following is a topical review and syntiesis of his remarks:

Leadership. Leadership is caring about and attendmg o the quality of the
institution. Leaders muss really care about what goes on in the organization. If one
does not care about the quality of the enterprise it will not happen. Mediocrity will
be the end result. In caring, one must have high expectations for faculty and
students. Signaling expectations (caring} may be as simple as asking the right
questions. Asking people about their work communicates interest and care and
canef&:ctm*fut results within the educational institution. Dr. Roueche stated:
“In the past year, I've visited and interviewed faculty in over one hundred
community colleges. | asked them how often the department chairperson or dean
met with the faculty o talk about quality or other dlassroom procedures. Their ‘
responses almost always were negative. Faculty perception is that no one cares
about these matters. The dean is too busy with the calalog, scheduling and other
administrative conocerns. Not that these are unimportant, but deans and depart-
ment heads, being quality control agents, should be devating 90% of their time to
improving instruction. { think that for the past 20 years we have suffered from
leaderlessness in education.” For example, Presidents also must a:.2nd to exoel-
lence. A college president in Arizona sent a memo to ail division chairs stating his
concern over the quality of writeen work in all college courses. He asked them to
send him samples of written work from all courses. Rumors then reached him that
nmymuudorshadnmmwusiyreqmmdwﬁmassigmwtsmdnowm
making such assignments 0 have samples for the president. Therefore, written
work rose dramatically. Without an edict or formal policy, the president signaled
his care about and expectations in the classroom proocedings.

Teaching. College leadership must set high expectations for the faculty. To ignore
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bad behavior anywhere is to encourage it. For instance, voluntary staff develop- A
ment is found only in colleges. Private indust;y requires that its personnel stay X
abreast of changes and be prepared for the future, To exprct facuity 1o do the same, -
voluntarily, is a low-level expectation, Leaders in this effort must practice leader- ,.‘;‘g

ship by example. When administrators miss professional development activities it
creates a perceplion among the faculty that the activity is not important.

Two years ago, University of Texas at Austin completed a study of teaching in
eleven Texas community college campuses. The findings were alarming. Half of
the teachers did not make regular assignments in the textbook. There were almost
no written assignments and little or no homework required. Test questions were
almost always straight from the lecture. Leadership must demand that instructors
expect leaming quantity and quality from students.

Yo improve teaching one must examine what transpires in the classroom, and
indicate expeciations of excetlence. College leaders should make known to the
faculty their expectations about leaching. To accomgplish this leaders again must
ask the right questions. By asking about attrition, class assignments, evaluation
procedures and job placement success, leadership demonstrates its expectations of
the instructional effort and its caring about the quality of instruction. Quality must
be celetwated. Excellence in teaching must be rewarded by giving excellent
teachers money, awards, bringing them before the board, putting their pictures in
the newspapers, etc. The allure of pride and respect that once brought good peopie
into teaching despite low pay must return. The job of the leader is to excite people
to potentials they have never thought of and realizatons they have never dared to
dreamn of themselves. Leaders niust get the organization to reflect the very best that
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they expect it 0 be. People want to be associated with quality. Pamnell (1984b)
envisions a community college facuity that will view the community college as the
premier teaching assignment in higher education.

The other side of high expectations is supporting, reinforcing, rewarding as
those expectations are reached. If there is excellence it should {he recognized,
rewanded and celebrated. Let the people who do a gocd job know are vaiued.
in Search of Excellence: Lessons from America’s Best Run Companies is a most
exciting book. Every president, dean, and department head shoulid read it
According o the authovs, Peters and Waterman (1982) the best companies are built
on people not management theories or formulas. The best companies do many
little things that symbolize quality in the organization. We live in a society where
competitiop and success is very powerful, and people like to be recognized as
winners. {.B.M., for example, rents the Meadowlands Stadium in New Jersey, hires
the Rutgers University Marching Band, and lets a hundred of their oo performers
run in under the goalposts with the band playing and their narmes appearing on the
scoreboard. Other top companies give out lapei ribbons or buttons. The whole
idea is to celeovate excellence. ’

Students. The community college product is ieaming. Too often education
becomes process oriented. Library bocks and the square feet in & building are
counted, the credentials of faculty are examined, average salaries are calculated,
efc. The hope in conclusions from these variables is having a quality institution.
The assumntion is that peopie who completed a course must have learmed
something; and if they complete enough courses they get a degree, diploma or
certificate. But this process is no guarantee of quality. Quality focuses on what
students learn and achieve. Leaders must communicate to students that they expect
them to excefl. Everyone want to be associated with excellence, including
students. An exampie is the Miami-Dade Community College reform called the
Standards of Academic Progress. Through this program the gollege expreses its
expeciations for performance by students. The program jdes a system of
vaming, probation and suspension of students failing to expectations.
McCahe and Skidmore (1983) report that students now are performing at higher
achfevernent rates in order to continue at the college. That Miami-Dade and nther
community colleges are now reporting betier retention fo the associate degree and
certificates is an example of what can happen when expectations about quality in
the classroom are tough. Best of ail, these reports show an almost straight line
improvement in achievement in aimost every cumriculum area.

The oper “oor policy assures a wide range of academic abilities among students
who enter. At the same time, there is only so much diversity a teacher can’
accomodate without giving up quality. To help leamers toward their goals, recog-
n' | 7 what the academic abilities of enwering students are, and devising strategies
in .«lping them succeed, is necessary. Determining the abilities of entering
stucents becomes increasingly difficuit. As the National Commission on Excel-
lence in Education repovt suggests the meaning of a high school diploma has
changed. In 1970, the average high school graduate had a C+ grade point
average, representing a slightly vetter than fenth grade reading level. In 1983,
accarding o the National Assessment of Educational Progress, the average high
schoo! graduate had a B to B + average possessing less than eight grade reading
ability. High school grade point averages are no longer a reliable predictor of
suceess, and there s a continuing general decline in collere readiness by high
s hoo! graduates. At the same time, a readability study of the textbooks used at
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Riverside Community College in California found that only one course in a
hundred used reading matevial betow the twelfth grade level. Therefove, if students
with eighth grade reading levels enter these college courses, they do not have a
prayer for success if quality is required.

Testing at admissions, not for the purpose o selection but for the nurpose of
assessment and placement, must be done o accomodate diversity. Baker and
Thompson (1981) call tor restructuring the coliege 1o betier manage diversity and
complexity and to make the iraplied promise of open admissions ore that yields
success in much greater numbers than are currently being documented in Ameri-
can community colleges. They urge for the crestion of “buffers” o reduce the
diversity of students entering furricula. The first bufier is the college’s assessment
ceriter. The second buffer is a remedial or developmental studies program. In 1978,
Miami-Dade Community College began its reform of the eoucational program.
One of the primary thrusts of the reform was for the coliege to become more
directive. In this move directive system, students with deficiencies were required to
take necessary developmental wark before proceeding to programs where the lack
of skill could cause failure (McCabe 1981). The reforms are beginning to show
results. According 1o McCabe and Skidmore (1983} students improve perform-
ance, increase completion rates and G. P A. and have lower suspension rates when
they are informed early of deficincies and avail themselves of needed special
assistance.

Presidential Practitioner

Dr. Tom Barton has been very active in what Dale Parnell (1984b) predicts will
be the name of the game for community colieges for th> next 15 years, building
linkages. As president of Greenville Technicai College, D Barton has built strong
linkages with area high schools, employers and four-year colleges. tn the follow-
ing, discussion Dr. Barton shares some of his successful strategies in linkage
building, cnd discusses “ome of the ad antage:. strong linkage building has
brought to Greenville Technical College.

: J

1. Linkages to High Schools

During the next severdal years, the number of high schoof graduates is going to
docline. This means doing a better job than ever in recruiting high school
graduates or facing declining budgets. Greenville TEC had developed a marketing
plan which is an annual strategy for reaching high schoo! graduates and other
learners. Those on siaff who are responsible for this plan’s implementation are
accountable for the results, and their monthly reports are reviewed to determine
the progress being made.

With frequent personal visits, newsletters and other materials, a recruiting team
works consiantly © keep high school counselors aware of what is happening on
the Greenville TEC carapus. These counselors must know as miuch about the
college as the college staft does,

There must be productivity in education just as in industry, and through caretul
evdluation of these activities, that productivity can be determined.

2. Developmental Education

When tugh schoo! graduates come to g communmity colfege, about 40% of them
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are a' an eighth grade neading and mathematics level. These people lack the busic
skills for a high tech cumiculum. lnstead of tuming them away, Greenvilie TEC
chose 1o acoept the goal of building the best developmental or remedial program
in the nation. Today, that program exists. Each month, 95 to 100 people complete
their developmental education and are qualified to enter the curriculum program
of their choice. That means that people will be prepared to get better jobs than they
otherwise could have had.

The developmental program undevgirds the entire operation. Withowt it, the
institution will not be complete.

3. Linkages with Employers

Business and industry is constantly changing, and each community exists in ity
own environment with its own unigue job neads. Several years aga, Greenville
TEC searched for a means to keep up with local business and industry. They looked
at the expanding role and the benefits from advisory commitiees, and decided to
rebuild and revise the network of commitives. The results were rewarding.

These commitiees use their expertise 0 help the collewe develop and revise
curricula, ensuring that students leam the right things. They help to evaluate faculty
and aid in faculty development through retum-to-indussry proggams and other
activities. They help 1o assess equipment needs and have contributed some $4

nillion " equipment acquisitions in just 15 months. Their interest in students is
evidenced by strong job placement support and by raising some $250,000 in
student scholarships.

In building this strong network of committees, Greenville TEC realized the
necessity of employing a full-time director. The director’s raie is to coordinate and
provide leadership to the S0-plus advisory commitiees that are involved with the
college. This director is responsible for scheduling meetings, preparing agendas,
keeping official minutes, rotating memberships, emuring open communications
between administration and the committees, and timely reporting of findings. The
director also develops a handbook, an annual directory, and a quarierly newsletter.

An annual plan for all commitiees is prepared, outlining responsibilities. The
major responsibility is an annual report on programs with which the commitiees
are involved. These evaluations focus on curriculum, faculty, equipment facilities,
public relations, and employment outlooks. Comments and suggestions are made
for improvement, change or even for termination of programs, as their studies of
internal and external factors indicate.

A representative of each division of study then reports the results of these
evaluations o a Program Review Committee made up of three members of the
Greenvilie TEC Board. The reports become guideiines for budger priorities and
even employment decisions. They are studied by coliege officials who follow
through on suggestions and report on action Liken.

For commitiee membership, the coliege looks for people with both knowledge
in their fields and political influence. Keep in mind that to have a strong committee
one needs to have people with the right skills for the curniculum being studied. For
example, in high-tech curricula, do not necessarily invite the presdent of the
company ov his officers, instead, select engineers and front-line production people
who know the jobs and the skills required for thase jobs.

. With more than 500 people serving on these commitiees, Greenville TEC also
Creates strong community support. By exciting these people about the college,
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their influence on focal and stale funding sources and in other vital areas is
obtained.

Advisory commitiee memins also help with a program catled DACUM (Devel-
oping a Curriculuml, which helps the institution develop new curricula or update
o!decmesMembefsMnmdypam’dpa&inDACUkashopsorﬁndodm
mm.mmmmmmaiohmmtmmb
compose a chartdescribing ger -al areas of competence and necessary skiffs. This
chart becomes the basis for cunxulum development, a competency check list for
maww@mmm;mmm.e&mwmn
not included in a DACUM, in order to ensure that ail involved will be objective
about changing a curriculum }

Greenville TEC, seeks other ways 1o build linkages with business and industry. In
higiﬂedzednraﬁon,thepresemstaaeisnotmm.hdmuywiﬂ undergo even
more rapid c.hnges in the future than in the recent past, and they will be
depending on the community colleges to stay up to date with and to be ahead of
the state of the art. In this regard, Greenville TEC is becoming the research center
for the State of South Carolina in machine toaling and in compurtercontrofied
equipment. The coliege will be tied closely with companies at the drawing board
stage, instead of later when a new technology affects the market. Projocts such as
this greatly improve the esteem of the college in the community.

4. Linkages to Four-Year Institution

in 1978, local industry began to tell Greenville TEC that two-year training for
technicians was not enough. To respond to this concemn, Greenville invited
Clemson University to teach the final two years of a four-year degree program in
engincering technology on the Greenville TEC campus. Today, one can begin in
Greenville in development education and continue through a four-year degree in
engineering programs, computer science, other technician programs and other
programs supported by several universities. Greenville TEC is actually developing
a “university center” where any university can provide four-year programs and
beyond. Entrance into highly sophisticated technology fields without strong colie-
giate studies in English, science, or mathematics is impossible. A strong collegiate
program enhances the entire institution.

This effort to build a working linkage with four-year colleges and universities has
paid excellent benefits, and Greenville TEC is held in even higher regard by area
business and industry and the community as a whol.

EMPLICATIONS

in studying attenpts by selected private colleges to deal with decline, Ellen
Chaffee (1984) identified two strategic models. The first was the adaptive model,
which involves atuning the organization to changes in market demands. This
strategy is being expertly fine tuned by the efforts of Tom Barton. The second
strategy discussed by Chaffee is the interpretive model, which accepts that an
ofganization is a network of individuals, and a key leadership role is to assure the
management of meaning or focus on mission. This model is reflected in Dale
Pa-oell’s (1984b) belief that the community college must adopt a “leose-tight”
principle. They must be “loose” on flexibility of programs, and on allowing
creativity from faculties. To ensure that faculty efforts (indeed the efforts of all the
college’s pensonnel) are directed toward desired goals they must be “tight’* ahewit
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whiat they believe in, mission. Thesuccesstul colleges in Chaffee’s study are those
that found their oswn unique blend of the adaptive andd the interpretive. Administra-
tors should use an interpretive mode of strategy without forgetting the demands of
their constituents. When a proposal for a new high-<demand program is presented,
the burden of proof shouki be on the proposer 1o show that the program expresses
the: institution’s mission (Chaifee 1934). Hence, curriculum grows out of mission.

Rooeche: (1984) believes that by~and-large clarity on mission is not common in
educational arganizations. Leadership must ensure that everyone is clear, at al
‘tirnes, as to the mission of the college. in this effort leaders must rely on their skills
a- evucators. Some people have found something negative about promoting
exct ilent educators into positions of leadership. This strong ability to teach can be
one of leadership’s most effective tools to achieve success. The concept of the
leader as a teacher is finding its way into industry as reported by Douglas Williams
{(1983). “The predominant style of leadership has gone through three stages. in the
first stage, the leader was a man on a horse leading the troops. This gave way o the
view of the leader as a leader of leaders. We are now passing into still a third stage
in which the top people in an organization have to be the seachers of the leaders
. undder them. The leader as a teacher is a concept that has many significant
implications.” Williams adds, “The imparting of corporate values-setting the
example-has to be carried on throughout the organization by the leaders of the
various segments of the business.” This is not to say that a person from a non-
teaching background can not be a good educational leader. Explaining that
business managers make goad presidents, Campbel! (1983b) states that the key is
to be probiem oriented (ask the right questions). John Roueche’s remarks explain
this power.

Leaders must adopt the interpretive model or strategy, but must also be experts at
adaptive strategy as well. To do so they must build strong linkages to their
communities. There are many objectives in establishing linkages with extemnal
institutions. First, strengthen the curricula. By knowing about the characteristics of
area high schools one can more accurately adapt the organizations's instructional
program to fit the needs of incoming students, an opportunity to practice what
Peters and Waterman (1982) call “stay close to the customer.” By understanding
the needs and operations of area employers leaders can more accurately focus
leaming on the right things. By articulating clearly with four year colleges in the
service area they can devise curricula that help the transfer student transfer more
credits, and envich his o her opportunity to succeed at the baccalaureate level.
Parneli (1984b) would like to see our colle:.¢ transfer program be so good that
there would never be a question about a student transfering a credit from a
community college.

Second, by the image we project when building linkages we want to enhance
our graduates ability to find employment or achieve success at transfering. We
must project our commitiment to excellence, and build public confidence in what
we do. Third, we want these organizations to not only help us build successful
curricuia and accept our graduates, but to also become a source of part-time
instructors, pariners in professional exchange, donors to foundations, and partners
in establishing new linkages. Fourth, we want the linkages to be continuous. As
communities change the community college curricula must also change to be
viable in the future in establishing linkages we must also utilize all the personnel
of the college. The image of the president as Mr. or Ms, “Qutside,” and all others
going about the internal affairs of the college must end to achieve the spectrum of
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linkages needed 1o excell. Campbeil (1583a) sees a future for community colleges
in which the facuity wili build networks (linkages) with area computer users to
organize and disseminate the resource of the information age, knowledge. This
kind of networking requires that all of the college must be prepared and capable of
establishing and maintaining linkages.

We must believe in and develop partnerships in leaming excellence with our
high school colleagues. An exciting approach 1o this kind of linkage is the “two
plus two tech-prep” curricutum (Pamell 1984a). This program wu. .d begin in the
junior year of high school and culminate at the community college. Such a
program may provide goals for those high school students who do not choose
traditional “college-prep” programs. By emphasizing applied science, applied
math, and litevacy students may develop a greater appreciation for and higher
achievement in these areas. increasing an enthusiasm for leaming “tech-prep’”
would broaden not narrow horizons for students. To deepen the linkage with high
schools, community colleges also can utilize their strength of flexibility to assist
with teacher renewal. Community colleges are in prime position to develop and
deliver programs for public school teachers in areas like math and science, and at
times convenient to those teachers. Helping high schools strive for excellence
could pay dividends far sooner than would a national effort 10 attract new teachers
to these disciplines (Gordon 1983).

Linkages to employers may be one of the most important efforts undertaken by a
community college. Serving as a linking pin between curvent job readiness and
employer needs is the primary role of most community colleges. Concem for the
needs of area employers establishes a confidence in programs, colleges, and most
importantly graduates. Advisory Committees as deveioped by Dr. Barton should be
the comerstone of an effective linkage effort, but already establi-hed links for other
purposes can be used o strengthen the total effort. One such opportunity is with
Cooperative Education. The benefits to the siudent and participating empioyer in
Cooperative Education are numerous and are listed in the appendix. In establish-
ing a student in a cooperative education position, the college is helping to link the
student to his or her goals of meaningful employment. it is also an effective linkage
for the instructional program to employers According to Salisbury (1977) the
community coll. e is an extension of the community it serves; therefore, coopera-
tive education is often the source for public contact. “Public image” is vitally
important and feedback is necessary. Not only must the community support the

college, but the college must be responsive to the needs of the community. The-

close monitoring of student placements and business community contacts can lead
to course revisions and deletions, as well as institution of new programs. The link
to employers who are hiring students for cooperative education positions becomes
a vehicle for the college to ask if the student was well prepared. By establishing this
linkage the college may also reduce the need to race with the state of the art in
purchasing equiprent. By clearly estatbishing with Cooperative Education em-
ployers what the college will teach and what the employer will train will reduce
the need to have every new lexhnology while providing a complete instructional
program to the student. In a time of limited resources, should community college
leadership give priority to the acquisition of new equipment (things) or promoting
faculty acquisition of new information tknowledge) (Campbell 1983a)?

Not only must community colleges be adept at building linkages, but when they
do have the necessary data to make decisions about the instructional program they
must be able to adl. According to Peters and Waterman (1982) the excellent
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companies are those that have an action orientation. While explaining why
empioyement in the L1.S. has been rising faster than that of Europe, Bend Hof of
the IW-Research institute in Cologne staied that the tumover rate of labor in
American industry is about twice as high as in Germany-a sign of rapid innovation.
That new jobs in America are crealed primarily in small and medium-sized firms is
significant, There is more room for private initiative and aggressive forward
strategies. Yo be successful at satisfying the employtnent needs of industry, commu-
nity colieges must be equally innovative and as aggressive. The place to allow this
entrepreneurship may be the Continuing Education or Extension division. This
division can adopt Peters and Waterman's “do itix ittry it” approach to develop-
ing courses and programs. In this regard, the Continuing Education division would
become the path finder for curriculum programs that grow out of their success.

Harris and Grede (1977) abstracted theee levels of competence from Individual-
ized Educational Planning, a 1975 study by Metropolitan State University in S¢.
Paul. They are as fcllows:

Knowing: To know means to have leamed and retained and be able
to recall the theoiy and methodalogy ... and the context of a
particular subject. :
Applying: To apply means to be able and willing to use the theory and
methodology . . . and the context of a subject in new and routine
situations.

Evaluating: To evaluate means to be able to judge the value of theory
and methodology . . . and context of the subject in relation to goals or
stated criteria. The evaluation process implies an informed judge-
ment.

Based on these levels of competency, Harris and Grede provide a guide t©
developing curricula that encourages the achievement of these levels. “Theoretical
and Background”’ courses shoutd be part of a currictlum to help students achieve
the knowing level. “Specialized Occupational” courses should be included to
help students reach the applying or hards on level. Finally, “General Education”
courses must be made a part of the curriculum to help students achieve the
evaluating level. By adding the skills and additudes necessary to problem solve and
learn independently, the community college helps the student prepare for what is
beyond the entry level job. Cwen (1984) states that without question, the rapidity
with which change is occuring in industry-processes, machines and management-
change that creates positions ovemight and eliminates others during the same
period-is evidence that broad general education skills are needed to continue to
hold a job, to move into new jobs and to change careers. Pant of the value of
general education today may be instilling in adults a commitment lifelong
learning-to continually come back for development and refreshment-just to keep
up with today’s advancements. ‘

Unfortunately, many students have a negative view of general education require-
ments. Fregently, they are taken with the attitude of “getting them out of the way,”
or they are skipped in the curriculum with the student taking only the knowing anvd
applying level courses to get 1o the job market as fast as possible. To address this
probiem, Rippey and Campbeli {1982) outline the strategy devised at Vernon
Regional Junior College in Texas. The Catalog and Curriculum Commitiee decided
that once students enroiled in their occupational specialization, proper academic
advising and experience would eventually convince them of the need for compe-
tencies in general education courses. In the interiry, the callege’s responsibility
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was to assist each student in developing their full potential and a genuine love for
leaming. Then, if students did "'stop-out” for whatever reason, they would even-

- tually want o return to continue career development.

In general the program at Vlernon accepts the principles of lifelong leaming and
carcer laddering. Certificate programs, eliminating general education courses,
were set up, including courses in technical competencies (knowing and applying
levels) and electives. These electives include three new courses.

1. Career Development Competencies for career exploration and decisionmak-

ing.
2. (?ocupationat Adjustment for preemployment/presupervised work expe-

rience.

3, Supervised Work Expereince/Cooperative Education.

These electives ace an atiempt to respond 10 employer priorities relating o
getting to work on time, getting along with co-workers and honesty. After complet-
ing the certificate level students may “stop out” with job skills and attitudes
conducive to successful employment. If the student choose to “stop in” again, he
or she may continue towards an Associate in Applied Science Degree where
general education courses are increased: in the appendix is a conceptual model of
the reform at Vernon and an explanation of the new courses.

Emerging technologies, high tech industries and information age are terms that
imply a future for our students. The growth rate for these high tech industries are
impressive. However, Levin and Rumberger (1983) wam that although the growth
rates of high tech jobs are high, growth in terms of numbers are in the service
industry. U.5. News and World Report (1984) in analyzing the 1984-85 Occupa-
tional Qutlook Handbook states that the service industries - including ransporta-
tion, communications, utilities, finance, insurance, real estate and government -
will account for almost 75 percent of all new jobs through 1995 . . . employment
in high-technology industries is expected to contribute only a relatively small share
of total job growth, accounting for just & percent of aif new jobs. We must attack
with equal vigor (as we do high tech) career preparation in the areas of business
and human services. As more couples with children become working couples,
they will depend more on child care and other human services previously taken
care of in the home. What obligation do we have to our communities to do all we
can to ensure that these services will be the best they can be? As Chaffee (1984)
endorses, colleges must seek their own unigue strategies, and as Gleazer (1980)
states, we must be community-oriented.

Implications. The implications for the future leaders of the community college
movement are many. The following cons'deration of only a few of the implications
suggest that leaders must:

¢ Be true to the mission of the college. They should make themselves experts on
the: mission of the college and become advocates of it, to the students, faculty,
and community.

* Reach out to the community utilizing every contact or linkage possible.
Utilizing these linkages tu develop curricula will make good on the promise
of the mission.

* Hire the best possible personnel and expect the most from them. Constantly
communicate the expertations of greatnes., and reward it with pay and
praise.

® Expect greatness from students. Ensure that the disillusionment in the nation’s
public schools does not extend to the community college movement.
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¢ Prepare people for carcers not jobs. This may require creativity and daring in
curriculum planning. it may also require unpopular choices as many do not
fook beyond the entry level job especially when unemployed.

CONCLUSION

I sture leadership must care about their institution's mission, personnel, students
and communities. They maust also become adept at expressing and demonstrating
caring to the point that it becomes infectious, Faculties and support personnel must
care about the excellence ef their own efforts and the achievement levels of their
students. Caring is the motivator; the actual achievement of objecrtives and the
fulfiliment of mission requires the development and practice of skills in arcas sich
as needs assessment, linkage building and curriculum design. Skill building in
these areas are complicated by the dynamics of commusnities and macro-erviron-
ments. To provide instructional pragrams that make good on the promises of
mission staements in community colleges, facuities must develop and maintain
knowledges and skills in measuring the changing abilities and needs of entering
students {inputs), new technologies in leaming (processes), and changing societal
demands (outputs). Leadership’s responsibilities, thevefore, include providing the
opportunities for the development of these knowledges and skills and their
constant renewal. Community colleges are about the business of learr 18, and that
extends fo its personnel as receivers of coilege sponsored and encouraged leam-
ng.

Reviewer for this Chapter

Robert M. Stivendet

Dean of Business Education
Wake Technical College
Raleigh, North Caralina
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HUMAN RESOURCE DEVELOPMENT

N

Researchey, Practitioner,

lames O. Hammons fames L. Hudgins

Professor and Coordinato President

Higher Education Sumter Area Technical College
University of Arkasnsas Sumter, South Carolina

Fayetteville, Arkansas

Principal Resource Persons Reviewed in this Chapter

e

PR 4

;;

LR -

PRI S
NS



IR Y
.

Rationale

There is nothing more important to institutions and to the future
than their staft The effectiveness in selecting people, placing them
in the job, orienting them, developing them, utilizing them, and
finally appraising and rewarding their performance is the key to our
future—~even as it has determined our past. The development of
human resources must be as continuous and as well planned as the
development of programs. Achieving excellence will come only if
colleges institutionalize human resource development programs
and accompany these with necessary organizational development.
This will occur only through the strong leadership of the president
and active suppoit by managers throughout the institution.
lames O. Hammons

| believed a leader could aperate successfully as a kind of advisar to
his organization. | thought | could avoid being a ‘boss.” Uncon-
sciously, | suspect, | hoped to duck the unpleasant necessity of
making difficult decisions . . . | thought that maybe | could operate
so that everyone would like me—that 'good human relations” would
eliminate all discord and disagreement,

.. | could not have been move wrong. It took a couple of years, but |

finafly began to realize that a leader cannot avoid the exercise of
authority any more than he can avoid the responsibility for what
happens to his organization.

fames L. Hudgins quoting
Douglas McGregor

Perhaps no job in business and industry is more impartant than that
of the first-line supervisor-manager. This person is a buffer, mediator,
communicator, jack-ofall-trades; and, by and large, one who must
master ail of these skills. Human resource development of any
organization keys upon the intuitiveness of the midlevel manager.
This precariously positioned individual must match the needs and
aspirations of the community college instructor with the goals and
objectives of the institution.

Management is not about making things and selling things, it
about pec e . . . Management of people is what counts . .. Don't
look for exc uses when the product fails, fook in the murror . . | Big
organizations are dumb, keep it (management) simple,

W Wayne Scott
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OBJECTIVES

~ An understanding of this chapter should enable the reader 1o do the following:
1. Conceptualize the interdependence of faculty evaluation, motivation, and
. Faculty do not involve: themselves with things with which they
are not familiar and for which they are not rewarded.
2. Enhance the mid-manager’s capacity 0 motivate a community college
instructor.
3. Initiate the process of faculty evaluation-motivation-development.

INTRODUCTION

Survival of the community college, in an age when information is the most
expensive resource, depends on effective and efficient use of faculty and stafi A
dynamic human resource development program is paramount. Creative thinking
and inpovative commitments by college administration will provide solutions to
keeping personnel in a state-oftheart readiness.

Tomormow’s community college managers will face extremely complex situa-
tions. Decisions will be made under circumstances where the complex data
necessary for traditional decision-making process will be unavailable, inadequate
or too costly 1o gather quickly. Agor's writings (1983) indicate that intuitive
personne! developiment will provide managers with an advantage in analyzing
complex issues. When all faculty and staff maintain an effective, pertinent evalua-
tion-motivation-development process, the decision makirg within the organization
is simple and efficient.

Characteristics indicating needed human resource development are described in
the expressed predicament: “The human problems generated by institutional
uncertainty are numerous. On many campuses the inhabitants feef lonely, isolaied,
hostile, competitive, insecure and anxious. They often feel powerless o change
the establishment or to control their own fives. Institutions, by and large, offer few
opportunities for individuals to shape themselves and their environments. Cam-
puses ofter little encouragement for simultaneously leaming to comprehend, to
feel and 0 create of 1o take risks and to behave with honesty . .. (Hammons
1984).

The Dalance sheet of a cotlege does not ilemize the most valuable assets. in fact, -

this resource of human effectiveness and vigiity is not measured in dohars and has
never been accurately evaluated. DeHart (1982) indicates that community college
vitality will be gained by applying better ways 1o evaluate this resource and to
preserve and enhiance it. Accurate: and meaningful programs of facuity evaluation
are prerequisite 10 human resource development.

A compelling rationalization for faculty/staff development s the need to articu-
late college training programs with business and industry training programs. Castro
(1984} stated, “Higher education is preoccupied with the business world—it
notions of r-ality, accountability and style. What is the business world really like
and what lessons does it have for the success of educaiional practice?”

Effective faculty/staff programs of evaluation and development will identify
specific industry needs. Compromising situations exist in v hich subjects and
courses are offered not because students wanied or needed them but because an
essentiatly autonomous group of academic professionals could and would teach
nothing else. To maintain or increase student ensoliment, colleges directed facuity
to drop unpalatable offerings and offer undemanding courses. Rudolph (1984)
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points out that the results confirmed the inadequate management of faculty-staff
developrment programs and emphasized the authority of facuity and students. The
cumiculum and its application o business and industry was robbed of any
credibility.

The “burm out” of instructors provides additional justification of human resource
development. The sense of purpose that compels beginning eager instructors
becomes vague and distant No longer does a clear purpose exist %o build upon
much less provide a moded for others.

Business and industry needs must be used as an approach to facuity retraining,
Unless colieges can develop a systematic development program, the claim can no
longer be made to produce direct benefits for student and industry. Entrenched
career programs dependent on a cove of faculty with outdated teaching skills make
career education a cruel irony in community colleges. Two hasic trends are evident
in human resource development. One trend is to add new faculty to serve new
programs and agnew student clientele. This is more convenrient than overcoming
the change resistance from continuing faculty. The second trend is to “selectively”
allocate funds from dedlining programs o high demand programs. This redistribu-
tion of resources woulkd replace faculty as programs changed. “Both trends fall to
address the issue of institutional adjustment to shifting or declining resources in
community colleges through retraining of faculty” (Aifred and Nash 1983).

Researcher

institutional renewal within community colleges should begin with an effective
facuity developiment prooess. The product of the institution (education of the
studeny) is totally dependent on the faculty and their creative use of alf avallable
resources. Development of the facyity is stressed by both intemal and extemal
forces.

Should community college education emulate business and industry training? |

Faculty and administration view business and industry as b-ing what academia is
not—seif-confident, up-to-date, competitive, well coordinated, regulated by close
accountabiiity and compatible with mass production technology. “We are im-
pressed with the power associated with being businessike” (Castro 1984).

How much of an association should community colleges have with business
and industry? Wil faculty be business and industry trained in addition to being
academically trained? Business and industry personned development feaders will
be recognized as educators a5 they provide fullscale training programs.

Dunn (1983} recognizes that America’s business and industry are steadily
improving the educational preparation of personnel trainers. As of August 1983,
over 100 formal academic programs exist for human resource development
personnel in the United States, with at [east 40 at the master's and doctoral levels.
As these human resource development leaders become credentialed as educators,
the lines will be further blurred; and it will be easier for colleges to create linkages.

The perception of developmental needs by an individual faculty is affected by
their current performance. Individual performance is indicated by the facuity’s
activities resulting in either a positive or negative effect on the attainment of
individual and organizational goals and objectives. Hammons (1984) recognizes
five factors that determine individual performance;

1. Ability

¢ Current Capacity to Perform
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« Capability
* includes:
— Intellectual factors (verbal aumerical, and specxa! skills)
— manual factors
- personalitv traits
WHAT A PERSOUN CAN DO
2. Motivation
¢ That something that comes from within that causes you o use your

capacity

* Wiilingness to perfiorm
¢ There are numerous motivators

WH*™ A PERSON WILL DO

3. Clima'e - A set of characteristics that describe an organization's intemal

environraent and that:

— e relatively enduring

— distinguish that organization from others

— are clearly perived by members of the organization

— serve as a basis for intemreting each situation/happening
mﬁuenoeme ~~havior of people in the organization

—resuit’. T ¢ v oo embers of the organization {especially those in
Op 1 7 . il weal with its behavior (i.e., policies, procedures), its
members, and its environment.

4. Opportunity - Factors beyond employee’s direct control that influence

whether or not they have the chance to perform.

5. Environment - Forces external t0 an organization that have the potential for

influencing the organization.

Performance of personnel within an institution is influenced by these stated
performance factors. Ar'~inistration must recognize these factors and utilize them
in a developmental ... - : Evaluation of faculty performance has been trans-
formed in severz' areas in recent years and is stili changing. The changes
reflect administrative and professional realization that evaluation is more than a
means for discipline measures or merit pay. The best results are for professional and
institutional development. The human resource development process is much
more effective by initiating Hammons' (1984) performance appraisal system:

1. Determine the purposes of the arganization :
A. Mission
B. Longterm goals (3-5 years)
C. Shortrange objectives (1 year)
2. Determine the role(s) of the staff. What is each person to dof
3. Fstablish a committee
A. Clarity of charge and role are crucial
B. Representative membership with high credibility is essential.
C. Determine committee process {(chairperson, secretary, minutes, poli-
cies, etc.)

D. | Task Wha is responsible Due oate Resources needed

4. Prepare the committee
A. Deymine staff opin'rbn regarding present appraisal system and ap-
praisal in general
B. Contact other institutions believed to have good systems
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C. Conduct literature review
Define the purposes of the systern
Determine possible areas and criteria (what is to be measured)
Establish proposed standards (achievement level) o be used and svidence
(documentation) needed
8. Deternine process to be used in implementing the sysiem
A. Who evaluates (Superioi(s) of person appraised, peers, subordinates,
persons outside immediate work environment, appraisee (self-evalua-
tion}))
B. When to evaluae (frequency—annugll, etc.)
"C. How o collect data (forms, dates, etd.)
D. Weighing thow much value to what?i
9. Dewelop grievance procedure \
10. Disseminate proposed plan and solicit sumtons
11. Review recommendations and revise plan |
12. Issue plan and annnunce strategy for subsequenﬂy reviewing and modifying
plan
A. After first compiete cycle
8. Periodically thereafter
13. Train appropriate personnel in implementation

Keep all constituencies informed during planning stages

institutional commitment is required 1o allow faculty to keep up with their
discipline in new materials and methodology developments. just to keep up, the
faculty must be aliowed considerable amounts of time to collect, format and
present information via the new technologies. Time must be allowed for the
developmental tasks of diagnosing student needs and prescribing individual
coutrses of study.

The characteristics within an instructional organization can become an issue to
human resource development. Anxiety, stress and alienation among midlevel
managers and administration results in political grouping, harmful competition
and noncooperation among the various departments. An organization that has
become politicized is stale and nonproductive. Elsner (1981) observed that the
greatest deterrent fo politicization is to have programs allowing management to
develop a clear sense of their own competencies and skills.

Effective staff developement wnii help to insure vitality in the college. Faculty and
«taff are to be encouraged to work consciously for the enharcement of personal
vitality as a fundamental goal. Vitality is characterized by growth in skills and
capabilities, by purpose and direction and hy accomplishment (DeHart 1982).
Effective staff development resulfs in individuals who are self-motivated to get the
maost out of competencies and skills and to become successful within the organiza-
tion.

N

Presidential Practitioner

The straight-forward phiiosophy of management expressed by Peters and Water-
man (1982) places the action at the level of the people who are doing the work. In
a community college the action workers are the instructors. Instructors provide the
service required by the public in using the community college to meet their
individual goals and objectives. A well-managed instructor is engaged in a
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continuous process of evaluation, motivation and development. The three phases
of the process are inseparable. Each phase is linked together. Each phase requires
external examination from a manager and intemal examination from the instructor.
The key to this active process comes from the management. A case study for this
active process is Sumier Technical institute (Hudgins 1984).

Leaders tend 10 color an organization with their characteristics. Activeness and
intrusiveness from management create a positive climate for continuous develop-
ment (Hammons 1984). Some characteristics of this dimase include:

¢ An Environment of Trust

* Permission to Fail (Tight{oose)

* Expectations of Excellence

e Goal Orientation

* Collaborative Relationships

* Personal Goals Match College Goals

® Recognition of Realities

* Communications

With these eight characteristics, again the emiphasis is on keeping it simple and
involving the people. The effective and continuous management process of
evaluation, motivation and development is further explained with the “Eight
Rules” on “To Be The Best” (Hudgins 1984):
Sias for Action
Stay Close to the Customer
Simple Form-Lean Staff
Hands On-Value Driven
Autonomy and Entrepreneurship
Productivity Through People
Stick to the Knitting
. Simultaneous Loose-Tight Properties (Peters & Waterman 1982).

Coiieges that are confused as t how to develop their personnel resources have
no difficulty in offering a course of study equally confusing to the student.
Evaluation of curricula and facuity is a key component of faculty development.
Predevelopment evaluation and posidevelopment evaluations are both necessary
for total institutional progress. In the informational «ge of the 1980s, evaluation of
faculty has taken on new meaning and importance. Who makes the decisions for
evaluating and rewarding developmental accomplishments? If ail faculty were to
choose to participate in a development process and all expected to receive
remuneration and promotion as rewards, the organization would experience
suicide.

The evaluation process uf faculty performance is the most difficu't component of
the total evaluation-motivation-developmental process. Speak of evaluation to
faculty, and fear becomes the dominant motivator. Fear is an urgent taskmaster.
Seventy-two percent of the people in the world participate in activities because
they are afraid not to (Scott 1984). The major problem of fear as a motivator is the
manner in which people interact. Fear creates anxieties that, must be ventexi.
Anxiety results in inner conflicts with concepts of security, trust, self-esteem and
value judgment. The most effective way to evaluate people is to stimulate a
recognition of needs. Individuals are hesitant to acknowledge their needs. Scott
(1284) gives two reasons as to why people won't tell their needs:

1. they don‘t know, and

2. they are afraid of their own judgment.

i
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“To the degree you can reduce judgment O zero, You can motivate peopie.”’

Accurate evaluation and assessment of the instructor/curricutum activities reveal
the institutional and personal needs, and the avaiiable resources. The administra-
tive support of taculty/staff development is crucial. Once the commitment from the
top is es@ablished, an assessment process should begin. Recognition of these
existing activities will often reveal a base for building a formal program. Accom-
plishing institutional and individual needs assessments is the most important
assignment facing the statf developer. The questionnaire and the personal inter-
view are the twa most popular methods for such assessment. Personal interviews
take time buit ofters build support. Questionnaires reach larger numbers and bring
uniformity o the process,

Staff and organizational development is a synergistic partnership of the total
institution. A relationship exists between climate, ability and motivation that must
be assessed, analyzed and utilized. This change mode! has been effectively
applied 1o a continuows faculty/staff development at Sumter Area Technical Col-
lege.

Once a commitment to a formal staff development has been made by the
administration, staff and total institution, a philosophy for sta'f development should
evolve. To provide a focus, the members of the institution who are to be served
should develop and approve this philosophy. It will deal with need and importance
as well as basic guiding principles. Putting the philosophy into action should be
the responsibility of a staff development coordinator. A coordinatiy of staff develop-
ment, assisted by an institutional wide representative commitiee, will maintain
focus of activities.

A Case Study for Human Resource Development

At Sumter Area Technical College, the evaluation-motivation-development proc-
ess is an accepted way of fife. When fames L. Hudgins took the helm in May, 1978
as the institution’s second president, the attitude for organizational development
was right and the process became a realization. Hudgins began the development
process by applying the action definition used by Jim Hammons in the book
Organization Development: Change Strategies. “Organizational Development
represents change that is planned, is pursued in a systematic fashion, is expected to
occur over a long period, is systems oriented, is managed, is based on participation
and involvement by those concerned, takes into account both data and expe-
rience, emphasizes goal setting and planning, is implemented with a contingency
approach, and focuses on intact work tleams.”

Hudgins began the developmental process at Sumter by the formation of major
; hases for change:

* Step 1 - Awarencss of Need for Change

* Step 2 - Diagnosis

¢ Step 3 - Action Plans, Strategies & Techniques

* Step 4 - Monitoring, Evaluating & Stabilizing

With the assistance of john McKay, Vice-President for Educ ational Affairs, a
process of analysis of the existing conditions began. McKay developed a rationale
for introducing a significant change stretegy. The awareness of need for change
became apparent to the more Creative members of the faculty and staff,

The technigue used by Hudgins in diagnosing th. oed for Ciange was direct
andl effective, containing afl the essential elements: 5
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* Sincere - intended to utilize results
* Broad-Based - involved ali elements of organization
¢ Diagnostic - sought to identify real problems
The diagnosis ook place in two phases:
1. Sunwomdm&deayoﬂS?Bwhxhasked&mequestms
a. ldentify five most important functions of the president
b. identify five greatest problems confronting Sumter Area Technical College
c. ldentify the five mast impodtant priorities for Sumber Area Technical
College
2. A planning process initiated during the year contained a 5“'03'5 analysis:

Strengths
Weaknesses
™

reats

In compliance with his commitment to a continual development process,
Hudgins repeated the survey in 1983.

The survey results became the foundation for the continuing developmental

process. The results were wtilized t introduce immediate and longvange action
plans. immediate action was indicated to be structural changes and personnel
changes. The survey specifically pointed out personnel changes in the areas of
transfers, recruitment and termination. Long+fange changes focused on specific
issues including staff development, evaluation, student recruitment and marketing
and education. In meeting the staff development needs,
Hudgins used the model previously referenced in this writing. With the assistance
of Dianne Brandstadtes, Hudgins developed Sumier’s Action Plan for Faculty and
Staff Development.
The final step in this omganizational development process was to initiate a
continual process of faculty and program evaluation. Hudgins experienced diffi-
culties common to higher education—what should the outcomes of evaluation be
and how should these outcomes be measured? Nevertheless, efforts continued to
be made and results realized at Sumter. Measurable results were obtained from
critical areas such as enrollment increases, student demographic changes, changes
in program offerings, changes in revenue sources, increase in calibre of faculty and
staff and improvement in physical facilities.

The leadership provided by Hudgins was paramount in the oganizational
development process at Sumer Area Technical College. Hudgins' philosophy is
that the president should use hivher leadership skills to make Organizational
Development possibie by (1) creating a climate for change, and (2) establishing a
structure for change. This philosophy has led Sumter Area Technical College to the
exemplary model for Human Resource Development.

Models of Human Resource Development

The faculty seminar has been used in some situations as an effective means to
faculty/staff development. Schwoebel (1984) points out the Faculty Seminar at
Temple University as an ad hoc, self-selected, ongoing group. The purpose of this
seminar is a self-anzlysis of instructional problems. in the initial meetings for
planning of development policies, this group discovered that a common under-
standing of the nature and definition of higher education did not exist. Each faculty
member perceived the purpose of the total institution to be characteristic of their
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own philosophy.

The proceedings toward a faculty/staff development program became effective
only after @ common understanding of objectives and philosophy was reached.
The seminar studied various issues relating to transition from an industriaf society
to a service economy. Conclusions resulted in the construction of a program that
would deal specifically with the educational needs of a typically service economy
popuiiation. This seminar’s efforts resulted in the Gateway Program. Yhe purpose of
the Gateway Program was to demonstrate that individuals with a variety of
educational backgrounds and at different points in life could communicate posi-
tively to develop a common need. The group carefully designed leaming expe-
riences that helped them to determine what they needed, what they could get, and
what they could handie.

Astute institutions will establish a faculty development program that alters
ofganizational norms and cultivates faculty development as a desirable acuivity.
Chait and Gueths (1981) suggest specific design critesia for a model program of
faculty development.

An effective model for faculty/staff deveiopment could avoid remedial topics
such as “teaching weachers how to teach.” A srvey of twenty-four colleges and
universities revealed that ninety percent of the facuity judged themselves to be
“above average” or “superior teachers.” Instruction is most likely to be improved
when development programs are concemed with pertinent topics related to waht
is needed in the curriculum,

First, the program should focus on professional roles and activities rather than on
individual, program or organizational needs. Developmental activities that are
consonant with the image of an accomplished instructor and convey a measure of
prestige should be premoted. Second, the program should have a developmental
approach and a constructive raticnale rather than a remedial purpose. Correctly
aimed faculty/staff development programs are the third design. The orientation
should be to encourage and reward participants so that institutional norms are
changed and individuals eventually elect to participate for fear of peer pressure.

The fourth design is that developmental programs should be faculty centered
and not administratively directed. A faculty review board should accept proposals
and reward funding for individual development programs. This reward process
would be faculty controlled and accepted. Fifth, the program should be structured
institutional-wide and not by department. A cross-departmental program would
have the advantage in that resources can be shified to fund the departments with
the most demanding development needs. Sixth, the rewards for faculty develop-
ment should be both economic and noneconomic resulting in fulfilling individual
desires and promoting individuals to maintain the status quo. Conversely, where
the perceived risks of innovation are few and the potential payoffs are many,
individuals will be disposed more favorable 1o change. The faculty development
program should enable prospective participants to choose from the widest range
of activities. The reward structure should permit successful participants to choose
from the widest possible array of intrinsic and extrinsic payoffs.

The creative use of a human resource development model is continguent on the
application of certain generalizations {Hudgins 1984):

¢ firdling an intelligent point of coordination for these activities.

* realizing that the best faculty development programs dre probably highly

decentralized, and even undermanaged, as far as the intrusion of administra-
tion is concerned.
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* knowing that monetary incentives and release time deliver beiter results than
grand designs at the central office.

® recognizing that as in management development, extemal forces or even
personal crisis have more 1 do with the successful initiation of change than
the best designed plans.

* acknowledging peer or colleague influence as a major component of good
facuity development programs. ‘

o concluding that the best faculty development programs appear to be jointly
designed by administration and faculty and combined with facilitative sup-
port (not always money) from the administration.

* realizing that most good faculty development programs are tied to missions of
the institution, but also are good solo flights for individual initiative.

IMPLICATIONS .

An eflective and efficient process of evaluation-motivation-development offers
many intriguing results. Intriguing, in that innovative and sometimes irrational
ideas can offer potential profit that ' vill tum a stale organization into an energetic |
and dynamic force. Community culleges will be looked toward in the future to
serve as the trendselter in continuity of leaming. When proper development
occurs, the community colleges would fit the description offered by Pamell
(1984), ~. . . if there is one word that really describes the community, echnical and
junior colleges of this country, it would be the word ‘oppartunity.’ | would . . .
choose to use the word ‘access’ because it is a little more descriptive than even the
word ‘Opportunity.’ Access to higher education, that's one of the roles of the
community college.” The premier implication of human resource development is
to provide access to the opportunity.

initially the advantages of human resource development would be to the
individual. Ideally, development would result in a change of attitude and a change
of behavior. Positive attitsde and behavior changes of the individual would
simultaneously benefit the total institution. Built into the developmental process
would be a rewards system for an individual's improved performance; including
merit pay, sizable raises and promotions.

Monetary benefits would be only a part of the implications of development.
With less direct financial resources involved, individuals could gain advantages
move gratifyir.4, in some situations, than a pay raise. Development reward could
be a teaching assistant, additional laboratory equipment, increased suppilies and
materials budget, a teaching load reduction, increased trave! funds, and possibly a
sabbatical.

Invaluable to many individuals are those rewards which offer no monetary gains.
Everyone appreciates recognition. After completing a developmental process, the
individual could be recognized by being offered opportunities to give advice,
influence decisions and serve on key commitiees. These individuals could have a
more compact schedule, move advanced courses, exposure in professional publi-
cations. Recognition with a certificate, medal or plaque. These individuals could
be honored with an opportunity to a luncheon with the dean, president or board of
trustees. Contrarily, to the individual the most desirable reward may be to be
exempt from certain meetings and commitiees.

Professionals most often gain satisfaction from intrinsic rewards, the satisfaction
of a job well done. Developmental processes will result in an increase of
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professional status and peer recognition.

Community colleges can only improve in the service of educating the public by
developing the process of evaluation-motivation-development. Retraining the fac-
ulty wili balance the student interests and industry needs with faculty instructional
pmﬁdency Revitalized faculty will have the imnsight needed 0 improve institu-

mrelattmndw\gmgecmm:cmm shifting labor
mmwwmmm

Development of systematic approaches to faculty retraining predicated to busi-
ness and industry will improve institutional responsiveness to the following:¢1)
fluctuations in industry needs for trained manpower and 2) changing conditions
governing the supply of faculty in emevging high demand career fields such as
business, allied health and the engineering sciences (Alfred 1983). Continual
employment of the evaluation-moativationdevelopment process will gain for the
community coliege vauable information about the quality of institutional re-
sources and products. The process will reveal an open analysis of such vital
components of the organizational operation as the seaching faculty, curriculum
otganization, institutional strategies, equipment inventories, program planning
and evaluation prooesses, academic support services and student oustoomes.
Institutional advantages will be gained from acknowlec'ging program deficiencies.
ﬂ\ee\duatm-cmuvawndwehpmemmsswxﬁ itutiake comective actions

ﬁoﬁsﬁmnammhmmmmdevﬂmnm process will fulfill the
premier objective of effectively and efficiently employing the institutional means
to ovovide Acress 10 an opportunity for excellence in continual fearning.

CONCLUSION

Recommendations to Division/Department Chairpersons

The process of faculty development is most effective when administered in three
phases: 1) evaluation, 2) motivation, and 3) development. Based on the references
cited in this writing, the effective continual process of evaluation-motivation-
development is contingent on the application of several pertinent steps.

Evaluation Steps:

* Develop an awareness of a need to change.

¢ Create a non-threatening climate for change.

s Assist the faculty in establishing specific standards of mstmconaf and pro-

gram performanc..

¢ Lead the individual faculty members in an analysis proce . to delermine

différences in performance and the established standard.

* [dentify the specific needs in meeting the established standards,

Mativation Steps:

¢ At all *imes maintain a positive relationship with the faculty.

* Establish a rewards system that will compensate the efforts required to

complete the developmental task.

¢ Assure the faculty that the rewards system is an indispensable component of

the developmental process.

¢ Allow faculty the flexibility to select developmenta! processes that will
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develop them as a person and not just improve their function to the institu-
tion.

Development Steps:

* Provide the time and appropriate resources for facuity development.

« Allow the faculty the flexibility to participate in developmenta! activities that
will be personally fulfilling.

¢ Organize the rewards system so that the appropriate means of recognition for
developmental efforts will be administered,

¢ Structure the operation of the division/department so that the gained develop-
ment will becorme a real parnt of the operation.

Reviewer for this Chapter

john T. German

Assaciate Dean of the College
Wilkes Community College
Wilkesboro, North Carolina
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RATIONALE -
Small two year colleges represent a strategic element in the nation’s '
post-secondary educational system. These institutions are often the
only resource available for ational access, occupational prepa-
2 ration, upgrading or retraining. The use of new technology for
k instructional and administrative applications in such institutions is
\ critical if they are to fulfill their mission and full potential.
N Louis W. Bender and .
Lora P, Conrad .
The involvement and encouragement of the college president is |
necessary for a smooth transition into using administrative tools L
such as MiIS and data base management. Managers of computer
m must be fully aware of the context of the professional -
ional institution. 5
Carl Christian Anderson X

Graphic communications will replace paper for storage and com-
munication of information. Electronic mail, interactive disc, and
teleconferencing will replace the memo.

William L. Ballenger
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Educational leaders are facing a techinological revolution which impacts every
area of the institution and dictates new strategies for planning and decision making.
This rapid technological change will also bring to administrators invaluable
resources and an incredible range of oplions to use as they develop new adminis-
trative skills. Institutional leaders will be required to sort through, target and
implement change stralegies % support both administrative functions and instruc-
tional activities. The response of community colleges to these needs will set the
future course. Dunn (1983) states “exciting days are ahead for those-imStitutions
that can make the transition and realize the unlimited potential of the information
society.”

The rise of the community college movement was directly related to their ability
and willingness to be people's colleges, linked to focal industry and providing
practical skill training or general education parallel to the first two years of a four-
year degree. Their adaptive flexibility and spontaneous reaction to community
needs make community colleges “the most important educationa! contribution of
the mid-20th century” (McCabe 1981). But will the people’s colleges show this
~ same adaptive strategy in accepting and integrating the latest technology?

OBJECTIVES

The opportunities and issues which the emerging technologies bring to the
community coliege require some examination. How can technology be used o
solve the educational administrator's dilemma of translating a profusion of data
into useful management information to assist in decision making? Specifically this
chapter will:

1. Provide an overview of computer and telecommunication technologies and

their impact on post-secondary institutions.

2. Enhance understanding of new management tools and organizational struc-

tures to improve institutional administration and decision-making.

3. Examine ways to enhance the capacity of institutional leaders in an attempt to

utilize appiopriate forms of technology to improve services to their com-
munities.

INTRODUCTION

Computers are a leading technology in what John Naisbitt (1984) has described
as the information society. They are touted as the answer to both the manager’s and
the educator’s dreams. College administration must develop practicai skills in
decision making, must be actively involved in assessing and selecting appropriate
management and instructional tools, and must plan and implement technologies
which will relate to the mission of the college.

Educalors, already at work in the knowledge business, should look to technology
and telecomnmunications as an effective means of expanding and improving
services. The evolution into the information age signals significant changes in the
issues and decisions facing community college leaders who must respond to
insure that colleges manipulate and direct use of technology to their and the
learners’ benefit. Administrators, faculty and students need new strategies o adapt
to these issues and their societal and economic impact. Skilis not now possessed
will be needed to manage, teach or leam with the new technologies.

Two areas in the college which likely will be early targets for experiments in
using technology are administrativeffinarcial services and instruction. Innovative
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activities incorporating computer and telecommunications technologies can have
immediate impact on the total institution, For example, some of the issues faced by
personnel involved in implementing these initiatives are a part of any change
process: longrange planning, identifying key personnel, specifying coordination

. and management responsibility, allocating resources, and disseminating infarma-
tion. Other issues are specific to the activity and department. In examining
implementation of lechnological innovation in an administrative or instructional
settiug one sees some very different requirements. There would be different user
groups with different needs for each system. The target for administative comput-
ing, for instance, would be business office personnel or top-level administrators;
users of instructional technology would be students and faculty.

Specific software and hardware decisions wouild be based on different criteria.
Support of instruction is a priority in institutional planning and activity. The
administrative data processing function is a support unit for the systems and
personnel needed for instruction. Thus, the examination of the impact of techno-
logy on a college must be examined from those two perspectives.

First, this chapter will examine the adaptive flexibility needed by colleges to
effectively integrate administrative data processing systems. Secondly, the chapter
will move beyond the administrative uses of compisters to examine the implica-
tions of computer and telecommunications technologies for instruction. Colleges
using instructional technologies bring to adult leamers new, exciting and flexible
leaming opportunities. The impact of these emerging technologies will be felt
campus wide.

Researcher-Computers and information Systems

Where are the institutions within the higher educational network with regard to
their degree of attomation by computer systems? Lou Bender and Lora Conrad
sought to measure the impact and status of the computer in the two-year college
via a 1983 study which utilized both survey and case study methodology. The
survey was national in scope and involved almost 300 small two-yezr institutions.
Of the 60% of institutions responding to the survey, 80% had some type of
computer system and were able to provide useful information for analytical
purposes. The case study involved five selected institutions which were subjected
to close examination of their computer and computing function.

Results of the Study:

Planning - the need for well developed, long range planning prior to the
procurement and implementation of computer and information systems was
identified; however, in practice, the majority of institutions failed to execute a
proper planning phase prior to the purchase of a system,

Governance and-Administration - Although the placement and role definitions of
computer services staff members vary considerably within the institutions, most
were considered to be administrative in nature, Computer services staffs were
typically small in numbers with the head of computing spending the majority of
time in other roles within the institution.

Hardware and Software - Among the preponderance of IBM and DEC equip-
ment found within the institutions surveyed, the batch processing mode was still

_ being utilized in most cases. Software was “home grown” for the most part,

originating within the institution or within a regional or state software sharing
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network. Software designed around a data base concept was practically non-
existent,

., ~nistrative Information Systems - Of the insiitutions surveyed, almost two-
thi.-~ + e using their computer systems for administrative purposes. with the
re . utilizing systems for instruction. The majority of administrative uses
focus a3 on student related inforfation systems and financial support information
systenis. Few of these in an interactive (on-inefrealtime) mode or were
integrated module to module.

instructionai Applications - Respondent instructional software applications in-
cluded data processing instruction, computer literacy instruction, computer as-
sisted instruction (student driven), computer managed instruction (instructor
driven), and word processing instruction.

Costs - Although the resulting cost data was very geneval in nature, the average
annual computing budget for institutions of this size ranged from $60,000-
$100,000. Half of this budget amount was for personnel, with the other portion
going for computer related expenses.

People - The «-~~eassful interaction and communication between computer
services person. . . . Jser personned was identified as a critical issue among the
responding ins . aff turnover was also cited as a serious problem which
effected the vontin ., - the computing function within the institution.

it appears as a result of this study, that the small two-year institutions have made a
beginning with regard to computer automation but have a long way to go. As
institutions evolve into the newer computer technologies, they should take into
consideration policy implications, hardware and software imptications, personnel
implications, and organizational implications. With the rapid technological ad-
vancement being experienced today, together with lower hardware costs and
improved software, there should be quite an advance among this level of institu-
tion in the not so distant future.

Microcompxsters - Current Status of Usage

Bender and Conrad 11984b) continued their research with another national
study which measured the status levels of microcomputer users in small two-year
colleges.

Computers are no longer a luxury for a college of any size but rather
a basic necessity—as basic a tool for ccriege survival as the tele-
phone. Using computers effectively in the college enviranment and
copirg with computer iiterate students require a computer literate
fac .i y, staff, a..d administration with access to adequate hardware
and software, as well as a sy-tematic flexible action plan.

Beder and Convad divided their survey results into three categuries of user

sophistication:

1. Fledgling - Those users who are relatively inexperienced nd rely on a
significant amount of external assistance.

2. Apprentice - Those users who are currenily growing and beginring 1o n ster
their systems. They exhibit a high degree of dedication to the task but lack the
experience to be proficient.

3. Sophisticate - Those users who have mastered their systems and reaaily
integrate their computer skills into the management and operation of their
institution.
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The responses indicated that there are many small colleges in the fledgling
category, a sizeable group in the apprentice category and very few qualified as
sophisticates. Several reasons are cited for the distributicn resulting in this manner:

¢ lack of a systematic development plan

o absence of a proper needs assessment prior w purchase

o ahseace of a total, orderly institutional perspective on inicrocomputing

¢ lack of proper hardware procurement policies

What are the implications of this study for institutional leaders? First of all, we
muse reaiize the potential impact of microcomputing on every { wWividual within
the institution. The need and desire for the information and data that can be
provider: and manipulated in an automatic fashion pervades or soon will pervade
each department of the college. In order to be able to keep the pace with a
department utifizing microcomputer technology, non-participating departments
will have to fall in line. Additionally, the micro systems will have a temific impact
upon the ability of departinents to exchange data through electronic media as
opposed 0 a paper transfer. A non-participative department would lose the ability
to have this data exchange through non-compatability. A specific listing of steps
that leaders should consider in this regard are below:
insure that needs are properly identified
identify software first
select hardware
seek technical assistance (avoid excessive dependence on vendors)
appoint a competent head of computing
formulate a computer advisory committee
conduct computer literacy training for all staff members
do advanced planning and establish definite computer policies

Small colleges are well on the way to automation of certain functions through
the use of microcomputers, If the proper approach is taken to this conversion,
institutsons will realize the true benefit of the available technology today.

Deciding on Computer Systems

One of the most challenging and confusing tasks facing modern day managers in
education is that of decision making about computers. The more one reads and
does research on the subject, the more confusing it becomes. Computer techno-
fogy is changing so rapidly that accepted computer “truths” which have been
around for more than six months are frequently no longer valid. Thus managers
find themselves searching for a trend or consistent pattern, but always accepting
change as the nom.

Many institutions today are utilizing advisory committees to guide and assist in
the selection and administration of computers and computer policy. The first task
of any such group is to thoroughly identify and prioritize the needs of the
irctitution in the computer area. This may include management information
system softwere, offic e automation software, and instructional improvement with
microcomputers (Andersont1984). Once the needs assessment is completed, the
process fogically evolves into specific selection precesses. Institutions are faced
with the selection of a variety of levels of computer systems, Le., microcomputers,
mini-<computers and mainframe computers. The selection criteria and implications
discussed in this section relate to all three, although tor micros it s generally on a
smaller scale.
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in ad-ition to advisory commitiees, many institutions have chosen to utilize a
computer consultant as they go about the needs assessment and software/
hardware selection processes. This is especially true for smaller institutions where
the computer expertise onboard may not be at a satisfactory level to guide the
institution through the process. In this case the commissioning of a qualified
consultant is certainly move cost effective than hiring a qualified person full time.

Software:

The single most important consideration with any computer acquisition is the
software o be run on the computer. The old saying that “hardware needs only to
be adequate to satisfactorily run the software” is a true and valid statement. oo
many managers make computer decisions based on hardware, only to find that
when they begin to shop for software, :2rely are applications found which fuily
meet their computer and computing needs. Once an institutional computing
needs assessinent is completed, software should be placed in the forefront prior to
any hardware considerations. As Lou Bender states, “Hardware planning has been
extensive but when it comes to software, very little planning is done.”

Software is available to institutions i~ several ways:

POSITIVE NEGATIVE
METHOD IMPLICATIONS IMPLICATIONS
1. Internal development  + Custom tailored to ~ Expensive, lengthy
needs process
2. Agency exchange + Relatively - May not sui¢ needs
pIOgrams inexpensive - Proprietory questions,

. Purchase of vendor

Tailored to particular

May be expensive

software aea
Vendor training and
suppoert
. Turnkey systems Easy to coordinate - May be expensive

(hardware, software
training, support)

. Facilities Manage-
ment {(Vendor pro- .

and administer
Comprehensive
scope

- Preserves salary

equitability

Software must match
istitution’s needs

Role definition s
difficult

vides hardware, + Benefits of expensive
software, personnel sysiem at fixed rate

As discussed earfier, many systems today utilize a data base management
approach toward organizing and accessing the data of the institution. This an-
proach provides management with a powerful tuol necessary for the development
of a de cision support system. According to Kim Carmeron (1984) of the Nationa!
Center for Higher Education Management Systems, “institutions will need to rely
on newkinds of decision support systems that allow preferences and interests to be
instantancously aggregated and compared.” The software technology is available
to accomplish this, and managers should incorporate this approach into ther
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software plans.

Mostsoﬁwampackagespurd\asedﬁodavmqmresomedesmeoﬂmmmgpnmm
useful implementation. Training is critically important as an ingredient in the
overali success or failure of an application. The operators of any application
deserve adequale, relative training prior 10 the actual live operation of the software,
it would be interesting to quantify the occurrences of “software unsuitability”
which shoukd have actually been attributed to poor or improper operator training.
Training costs must also be considered. These costs are frequently an important
factor and constitule a significant portion of the bottom line of a computer
purchase.

Software documentation is also an important factor in' the software selection
process. Understandable, meaningful user and system documentation should be
provided as a part of the software purchase. This not only provides users with the
instructions they nced, it also acts as a safeguard against the delrimental effects of
staff tumover (Bender and Conrad 1984a).

Hardware:

There are several questions which one must answer regarding the selection of
appvopriate companer hardware for the needs of a particular institution. In order o
provide realistic answers 10 these questions, managers must have a feel for the
intended scope and magnitude of the computer function within the institution, i.e.,
which departments, buildings, campuses, etc., will be users of the system(s), What
willﬁeplmicaﬂocaﬁm{s)ofﬁ\emrdwambefwmmdmiaubﬂ\esem
tions in hand, 1 negers should be prepared to answer:

* How many output devices (v minals, printers, workstations) are needed to

adequately disseminase the hardware rescurce?

¢ Approximatey how large are the institational data base{s) projected to be (as

measured in characters or bytes)?

e Whatis an acceptable operator response time o a lerminal request? (Usually

2-5 seconds is acceplable.)

* What types of communications are needed - micro to main computer, main

computes o main computer, building to building, campus to campus, eic.?

Effective planning is crucial as one engages in the implementation of a computer
system. An effective measurement “‘gauge” during the planning phase is the price/
performance ratio of hardware (o a relative performance factor. Such information is
generally available for examination from the various computer vendors. -

Financing options should be examined prior to the signing of a contract for a
computer system. Opiions typically available are straight purchiase, lease/pur-
chase, or straight lease . The features of each option should be considered for each
institutional situation {Bender and Conrad 1933a).

Practitioner
Carl Christian Anderson, in his ¢ apacity a» president of Dyersburg State College
in Dyersburg, Tennessee, guided his inshitution thraugh the impl. mentation of a
compilete plan for computing, which will serve nis institution for years to come.
The plan also served av a model for the Tennessee Community College System.
The intent of the project was 10 enhance the capaxity of the administrative and

academic tunctons of the institution. Andersaan himself played a key role in the
Wadership andd dirextion of the project, which involwsd planning for the entire
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institution. The approach of the project came from two directions; 1) to seek a
solution to the administrative compating needs, and 2) & provide an academic
solution which would afford state-of-the-art computing technology to the academic
areas.

Anderson's first step in the process was to solicit the assistance of Lou Bender to
act as a consultant for the project, providing extemnal computer expertise. Soon
thereafter, Anderson hired a competent computer sesvices director to serve as the
central figure in the compuuterization process. A consideration in this decision was
where to place the function of the computer head within the organization.
Anderson chose to have this position report directly to him. A possible problem to
be encountered by other institutions in this area, according to Anderson, is that
many times a computing head comes from the private sector and has a difficult
time understanding the complexities and educational problems associated with
the institution today. “Unless the computing head (from the private sector) has a
clear orientation to the institution, there will be no way of knowing the difference
between the context of his or her'world and the context of the professional
educational institution.” Without a dlear and open channel of communication
between both factions, mistrust and alienation may well develop.

" Anderson organized and utilized advisory committees during the course of the
entire project. They were select comimittees chosen from personne! within the
Tennessee Community College System as well as Dyersburg State personnel. As
was previously mentioned, they focused on two areas: administrative computing
needs and the needs of the academic community.

The actions taken as a result of this project to date have been in the form of the
following items:

* Hardware selection and purchase.

* Management information system software implementation.

¢ Office automation.

¢ |nstructional imper ement with microccmputers.

The future planning of the Dyersburg project calls for continued automation of
the instructional function featuring increased numbers of microcomputers for
students, faculty and instructional fabs. The administrative plans involve a totally
integrated administrative function which features a microcomputer with graphics
capabilities for each adminisirative staft member.

Organizational Impact

\a‘;\;?aminaﬁon of the evolutionary trends with regard to the organizational

cotmodation and adapiation of the daa processing role within most institutions
reveals the fact that most functions in the computer area had their beginnings
within the business office. For that reason, the chief business official acted, either
formatly or informally. as the data processing manager. Lou Bender sums this up,
“The person in charge is usually in the area where the computer started in the
institution.”” This relates primarily to the mini/mainframe world since control of
microcomputers typitilly resides with the individual users. An overall plan for
micro control will aid the management of the entire computer resource base for
the institution.

As hardware and software have become more sophisticated and comprehensive,
the computer has evolved into an institution-wide resource. Therein lie. a di-
lemma--»hould the business officer continure to function as the computer re-
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source manager for the system which is shared by  .ny departments with many
different interesis? According to Bender and Conraa, “Most adminisirators recog-
nize the potential power that resides with the control of finances. Too few,
however, realize the magnitude of the power emanalting from information.” Many
institutiors have opted in recent years o structure the data processing function
with its .wn manager, director or vice president. The trend toward a separate
position as head of computing (assuming the institution is of sufficient size for this
to be possible) will most likely continue in the future. As a rule today, salaries of the
computing head and asseciate staff members exceed thase of other comparable
personnel within the institution. This should level out somewhat in the future as
computer trained persons increase in numbexs in the job marketplace.

The computing function will have to be controlied and managed at an appropii-
ate management level within the institution. Beyond that, the resource itself should
support the informational and decisional needs of all groups within the organiza-
tion.

CONCLUSION

Only through proper needs assessment, planning, selection, implementation,
and management of the institution’s computer resources will we as managers be
able to survive in the information society. Bender emphasizes this point stating very
simply that “information is power.” Managers have a choice—o join the participa-
tion of the computer/information movement or to hold out and rely on conven-
tional methodology. Those choosing the latter have anly limited years of surviabil-
ity before they will become totally obsolescent.

Beyond Administrative Tachnology

The administrative uses of computers and other information technologies repre-
sent only one area of impact on an educaticnal institution. At least as significant for
the college’s future is the potential for dramatic changes in cumiculum and
instruction which technology offers. The opportunity to use computers as manage-
ment tools has made top-level managers and business efficials focus on technology
in a different way. Faculty and instructional administrators also have faced the
changes brought by technology. One technolgoy, television, has gained wide-
spread acceplance and use as a teaching/learning tool both on<campus and at
home. Broadcast television courses, begun in the 1930s became a staple in some
regions by the 1950s. With the creation of the Public Broadcasting System in
1969, widespread networking began for development and use of high quality
television series for academic credits. Early users of television and radio courses
moved quickly to integrate instructional telecommunications into their institutional
operations.

Expansion of the early technologies and newer developments added signifi-
cantly to the potential of telecommunications in education. Broadcasting has given
way o “narrowcasting,” directing television signals to smaller specific audiences.
This can be accomplished by newer directional and individual technologies
including ITFS {instructional Television Fixed Service), DBS (Direct Broadcast
Satellite), cassettes, cable, microwave, personal computers, teletext, videodisc,
fiber-optics and more. All these brirg unique features 1 the instructional telecom-
munications future. Linkages of the sechnologies then expand the possibilities ten-
fold, and are already available. Video imaging and microcomputing technologie<
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will be linked more and more as thr cost declines and the applications expand.
The technologies will surely force changes in our traditional educational assump-
tions. If not, David Butler's prediction (1982) of a student tumed-on to pocket
calculators and home computers and tumed-off 0 our traditional learing systems
will signal our demise.

Instructional Technology and the College Mission

Coliege mission statements can be the most important place to incorporate the
commitnment to opportunity and access o education that the technologies can
provide. Dale Pamell, President of the American Association of Community and
junior Colleges, in a recent inteiview reiterated the access theme as the most
important function of a community college (Pameli 1984). He cited access to
economic opportunity through skill training, access to yuality of life experiences
such as cultural and fiberal ars education, and access to opportunities for lifelong
leaming.

Naishitt (1984) discusses three stages for technological innovation. First, the
changes follow the path of least resistance, applied in ways that do not threaten
peopie. This can be seen in the practices at some colleges of labelling altemative
courses using tefevision or computers as “experimental”’; granting credits through
continuing education only; limiting enroliment to those not seeking degrees; or
excluding veterans or other financial aid students who have rigid attendance
requirements. In some colleges, neither administrators nor facuity believe instruc-
tionai selecommunications are here tn stay. Luskin (1983) telis of faculty reaction to
the “fad” of telecourses, Their position, he states, is “that we must stand firm
against the intrusion of this technology into our institutions.” This attitude rein-
forces the necessity of identifying, hiring and encouraging those committed to
using technologies and bringing others along slowly by demonstrating success. We
onl/ can hope that fewer and fewer institutions and educators remain at this first
stage.

Many institutions are at Naisbitt's second stage: using technology to improve
what we already have. Video can bring new visual experiences into courses.
History, geography, social science and humanities come alive through drama or
documentary. Computers simulate expensive or dangerous training situations, or
bring science experiments alive by collapsing or expanding time. Radio broadcasts
or audiotane loans can give students convenience and control of instruction. Ease
of use and availability must be watchwords for the education of the future.

The third stage involves new directions which grow out of the technology itself.
This is just beginning with computer networking, interactive systems, learner-
directed videodisc and ~ombined technologies paving the way for significant
changes in the mass-produced education of the past. Individualization can be-
come more than rhetovic with the opportunity to develop leaming activities
directed by students’ choices and specific to their needs. Naisbitt (1984) says we
can no longer learn from the past what to plan for, but must iook to the future for
planning imformat.on.

The integratior of technologies within our colleges can significantly increase
convenient and cost-effective access for all learners. But college learders must set
ihr stage for this integration by defining the college mission in a way which
encourages movement into educational technology and telecommunications. This
will require long-range planming involving all areas of the ‘astitution. An ad hoc
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committee approach or a development wam concept should be considered
consisting of personnel from academic departments, marketing, registration, stu-
dent support services and the business office.This is the same concept suggested in
examining use of computer systems in administration. Long-range planning tied 0
the mission statement is a fundamental requirement for colleges to be adequately
prepared fo meet the challenges the new technologies afford in both instruction
and administration.

Organizational mpact

The instructional technologies are hardware and software intensive compared
with labor intensive classroom instruction. This presents an interesting dilemma for
educators in assessing the impact of technaology on resource management. it
appears that the first requirement in using the technologies is to make the
institutional commitment to allocate resousces for and channel energies int~ a new
direction. This echoes the commitment required for introducing computer and
data management systems. Looking at the vast array of instructional alternatives,
colleges need to assess needs of their range of leamers, allocate resources to tiose
aliernatives which now and in the future offer the most promise, and begin to
identify and solicit needed financial and human resources. Managers and faculty
who support the changes will be critical to the success of the endeavor.

What does this mean %o traditional administrators, mid-level managers, and
faculty in traditional institutions? A promotion packet irom the Fublic Broadcasting
Service's Adult Leaming Service states, “Hundreds of colleges and universities
succeed in offering . . . television courses; a few fail. When asked what makes their
efiors work, top administrators and institutions successfully using television
courses say it is their commitment to the concepi—their belief that television
courses are an integral part of their curriculum” (ALS 1984).

These administrators list three keys in the process:

1. Allocate sufficient human and financial resources to successiully teach and

support telecourses.

2. integrate television courses into curriculum planning, giving them compara-

ble status and credit to on-campus courses,

3. Plan for long-term involvement by selting goals, evaluating, and adapting to

fit student needs. (ALS 1984)

Because some faculty will be threatened by increasing use of technologies, they
will need assistance and suppovt from academic administrators at all levels
(Zigerelt 1982). if the technology is to be well uvaed, new roles for faculty must be
defined and new instructional strategies adopted. Administrators must create an
environment where the proper skills or incentives are available for both faculty and
siudents. For students, individual initiative and discipline are required by “dis-
tance” learners 10 a larger degree than by classroom students, although Luskin
{1983) makes the point that students are not “distant” from the material, only from
the campus, classroom or instrucior. For example, although the quality of the
vducationzl experience is usually rated very high by telecourse students, they also
may eed different skills to function fully as independent learners. They may not
have critical viewing skills and may not be able to assimilate the component parts
of instructional packages into a complete learning experience (Brown 1980).
Academic leaders should be prepared te assist these students with these new skills,

Thewe studente are by and large independent leamen and require o request
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very little extra help. What they do want is accurate information, simplified
registration procedures, easy access to facully and support staff, and clearly defined
course requirements (jufian 1982). These are needs reflective of those expressed by
adult students genevally.

in examining the issue for colleges of msource management much ateention has
been focused on making courses and faculty “cost-effective” and introducing
accountability into the teaching process. Educational administrators talk about
maximizing faculty productivity to serve more students with fewer “faculty re-
sources.” Technology provides altematives to classroom fectures such as individu-
alized packages or teleconferencing facilities allowing instructors to interact with
students distant from campus (Sitton 1984). An equally important consideration,
however, is maximizing student progress and making the  ucational process cost-
effective for students. Industry training programs al.ea Iy totally endarse this
concept (Tucker 1984). Why should the students of today have to fit into an
outmoded system of “seatdime” as the measure of progress in educationai
institutions? Industry training and their own outside educational experiences tell
them that fast track instruction offers them quicker movement into the job market
saving them time and money. Funding based on credit hours encourages colleges
to keep students i1 traditional tracks rather than offering them “self-paced”’ course
options. This issue must be faced squarely in the very near future or all attempis o
respond to the opportunity of accelerated movement that technologies allow will
be sidetracked by the traditional methods of student accounting and formula
funding (McCabe 1981).

Financial officers’ understanding of the issues of instructional technologies wili
be crucial. Specific issues related o resource allocation come 10 the forefront
guickly in discussions of instructional ielecommunications and these are different
from those related to move traditional instructional activity. The selection and
acquisition of software and hardware may require different purchase or lease
arrangements, If purchasing agents and business officers are supportive of these
new financial arrangements, the college can more easily and quickly muke use of
the materials and technologies.

Student support services personne! are also important to the process of integrat-
ing the technologies into the mainstream of instruction. Support services to the
“distance” learners of those involved in other altemative instruction may take a
different form than for traditional students. However, these services must be made
available for those distance learners who want and nexd to feel more tied to the
institution. Information about support services such as career counsefing, library
services, etc. should be provided. This may assist and encourage distance students,
many of whom enter college via telecommunications courses and later move inte
further programs of study on campus. :

Registration procedures for these students must be convenient and! flexible.
Distance students may not be able to register on traitional registration day. Mail o
telephone registration or continuous enroliment are options that have worked well.
Off-campus or firstclass registration ate also options. Streamlined admissions os
special student status should be available for people who are drawn tt these
courses by their need for the content and conveniens . This reguires flexitulity to
be designed into regular admissions and reg.stration procedures.

Providing support services 10 students in technology-based .« ourses will be
provided through a director and staff A rexent national survey of community
colleges indicated that the two mit ¢t al factors that contributed to or hindered
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telecourse use were overali institutional support and support to faculty (Dirr and
athers 1980). Institutions not prepared 0 set up and Mainiain an oN-ROINg service
center for telecourse students are not prepared to adequately support them. Mail or
telephone contact, newsletiers, computer-managed coespondence and testing
services, follow-up surveys, etc. are all possible pieces of the support system.
The promotion of technology-based courses should be tied to the total marketing
effort of the institution. Most colleges are promoting their regular programs to
reach all potential students—the “reverse transfer’”” student (those with four year
degrees}, the adult making career changes, professionals continuing their educa-
tion, women entering the work force, retired and older adults and high school
students. These and others formerly excluded from on<campus instruction: the
handicapped, incarcerated or home-bound; and those with erratic work schedules
or family responsibilities are also documented consumess of distance leaming
courses. Many of these potential students are drawn to telecourses related to career
or technical skills, as well as to core courses for degree programs. Getting this
information inte the homes of those “new”’ students may require new strategies.

CONCLUSION

As education becomes easier to access, the shift will continue from generalized
entry level content ® more emphasis on jobkills, career development and
vocational and technical training. People are now seeking practical skills, special-
ized industrial training and individual career pat planning. Many will not need
mass-produced education but will have available individualized and repeatable
educational experiences. At the same time, however, Naisbitt's “high techvhigh
touch” dilemma (1984} will keep us involved in human support for these new
educational experiences. Other futurists also expect that the degree of human
fulfillment will be the critical criterion for assessing the quality of education. Butler
(1982) says of educators, “If we are ever (o be successful as educational technolo-
gists, we must leam that technology is not education . . . We must also leam that
education is not instruction, but the art of being human.”

Instructional technologies will require new strategies for management, faculty,
and students. Preparing to manage and support these new roles and responsibili-
ties must be a priority of the institution. Serving the needs of adult leamners with
new strategies, technologies and support systems will be worth the effort in the
information age and beyond.

The Feture

The future will bring smaller and faster computer systems, more combinations of
technologies more variety, and lower costs. The rapid rate of technological change
will continue. According to Ballenger (1984) “if it’s for sale today, it's obsolete.”

Costs of computer systems should decline at a rate of 10-20% annually in the
next several years especially in the areas of memory and data storage devices.
Systems should become office size (often desktop), and will be able to oporate in a
norma.d office environment. This should eliminate the cold computer reoms which
are prevalent today. Interactive, multi-functional operator workstations will enable
a wide variety of activities 1o be performed by a single operator in a single area.
Communications between workstations, campuses, states and countries via satel-
fite and laser video techniques will be commonplace. Electronic mail and message
cammunication within the institutronal system will emerge very rapidly. On-line
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registration, infrequently utilized today, will be the accepled standard. Hardware
will be easier to use. Keyboards have already given way to touch screens and
mouse-type pointers. One prediction calis for the elimination of touch activated
input devices in favor of voice activated devices by the 1990s (Chachra 1984).

The conventional languages as we know them today will be replaced by highly
sophisticated programming productivity tools and languages which will automate
the writing of program code as we know it. This will afford end users more
flexibility in creating custom application packages. it should also atlow vendors to
offer better-fitting, more comprehensive software solutions to institutional needs.
This will not happen without an increasing cost factor, howevey, as software costs
should rise by the same amount as hardware costs declne. A prediction is that by
- the 1990s, 90% of all computer related costs within an institution will be in the
areas of software and personnel (Chachra 1984),

The same change will be reflected in oiher technologies. Colleges will be
required to sort through a variety of technologies and choo 2 appropriate ones to
best serve their needs, their students and their service area. Hardware costs will
decline as computer chips and memory continue to increase in capacity and
functionality. The explosion of computer, video and audio software will keep the
cost of these items within a reasonable range. Satellite delivery of educational
programming will vastly increase. In the short term, video recorders in the home
will give students the true flexibility and convenience broadcast and cable-cast
now offer to a limited degree. Personal computers will add to the delivery options
with oncall video and teletex courses already available. Students will demand
training relevant to their job requirements or human relation needs. instruction will
occur wherever students are: at home, at work, in commiunity centers, in their cars,
voats, planes, wherever satellite dishes, videodisk players, telephones or micro-
computers are located. Education will become more interactive and move leamer
controlled. More attention will be paid to individual leaming styles in the wide
range of options available.

Funding policies will change to suppovt move technology and will also diversify
as community colleges seek new linkages with business and government. informa-
tion systerns technology will force changes in policies related to all areas of the
institution including faculty loads, ciass size, FTE funding and support services
(Campbell and Ballenger 1984).

IMPLICATIONS

Adeguate response to available technology will require adaptations at all levels
for community colieges. In order to survive and support the commitment to
excellence, leaders must be cognizant of und plan for the implications of the
imminent revoelutions in computers and telecommunications, which are listed
below:

Administrative Compiting

¢ o fadilitate decsion-making, complete, concise and timely delivery of data
will be necessary. This will require attention to data systems designs and
sfruc tures that allow access to information by all constituent users.

e Accessible data i helpful only if it contains the right kind of information.
Loty rasge stiateric planning will be required by administrators using needs
assessiterids makhet sunvews advisory sroups andd ather information and
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human resources 1o their full advantage. This planning should relate innova-
tive opportunities of technology w *he fundamental mission of the college.

* {n assessing management needs, administrators must move from defining
needs to developing or purchasing software, and only then to selection of
appropriaie hardware.

* Computer systems are only as valuable as the qualifications of the opetators.
Personned training will be as critical a component of the system as the
hardware and scitware.

* The institution will need a qualified and competent head of computing in
order to successfully survive the emergence into the comprater and informa-
tion society. Whether this person develops from within or comes from the
private sector he must be constantly aware of this role as a supportive
mechanism to the instructional function. The mission of the irstitution must
also be reflected in this position.

Instructional Technology

* More alliarices between business, industry, government and educational
agencies will expand the availability of information and provide alternative
instructional opportunities as well. Colleges will need to adapt their informa-
tional and instructional systems to consortial arrangements. This will allow for
greater numbers of instructional delivery options with input from new user
groups.

* Available instructional and information technologies should be critically
examined to determine the “fit” with the college mission, resource; available,
student, faculty and community needs. Colleges are already making mistakes
by embracing the newest electronic teaching tool without carefully planning
or implementation and long-erm support.

¢ The impact of technological innovation on established instructional policies
and procedures will be great. ““Credit hour” value will give way to evaluation
of outcomes via exit competency exan:~. Instructional resources will be
redirected into hardware and software with faculty taking on different roles.
Formula funding will be reexamined for move appropriate systems finked to
the new resources needed. Credit transfer policies will expand to recognize
the variety of course options available and will also be linked to competency
exgaims.

¢ Instructional innovation will require new managerial, instructional and leam-
ing strategies. Administrators must set up appsopriate operations to promote,
support and fund instruction by telecommunication. Faculty will need incen-
tives such as elease time, access to hardware and special training opportuni-
ties to comfortably accept and adapt to the new role of coosdinator and
mentor. Students also must be provided assistance to use new learning
strategies and new instructional systems.

* As more educational materials are produced outside the educational institu-
tion, attention must be paid to design principles which ensure instructional
validity. Faculty argl instructional design specialists should be given release
time within the institution to develop appropriate educational experiences for
their students. The cost of software development will iempt us to give away
the material design and production process. Strategies must be maintained
which will allow and enconirage in-house materials praduction and bring
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back the benefits to the institution.

* The varieties of instructio~al technotogies will require more atlention t
research on individual leaming styles. New ways of diagnosing leamers’
needs and prescribing instructional activities will concentrate the amazing
number of options into indvidually designed packages which are leamer
controtled. . :

CONCLUSION

it is true, even cliched, that technology is ushering in a new age for education.
Although nothing will replace the age-old individualized leaming tool, the book, it
will be complemented by a range of other options. The one room schoothouse and
govemessitutor have been replaced by level upon leve! in the public education
system, Private, public and proprietary colleges, industry trzining programs and
personal development activities provide a plethora of educational opportunities.
Adults will expect colleges to provide. instruction that is meaningful, convenient,
timely and self-directed. Administrators and managers have a key to immeasurably
expand information processing and decision making skills if they plan and
implement well. Faculty and students have a key to choosing, directing and
controlling their own teaching and learning activities. Technology is the key.

Reviewers for this Chapter

Thomas R. Rickman . Augusta A, julian

Account Manager Executive Assistant to the President
infocel Durham Technical Institute

Raleigh, North Carolina Durham, North Carolina
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The role of resaurce development in commznity colleges is really o
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purpose. Resource a form of marketing. It is a

way of presenting institutions to the public for their . The X
Mmdmlyma&dinmddwmalmchﬂm : .
institutions take with our publics and constituencies. .

Marketing and fund go together. Everything accanolished 5
eodayshw:dhadmbhe staternent: We must be proactive; *
we can no longer react to the erdvironment. The same thing is true in .
marketing as in fund raising: people du not to unsuccessful "
ventwes. If you want to ruin a fund drive, tell people you‘re poor -
folk, and you‘re having bigtime trouble, and you can’t'get the job
done. deykmwhmmm&‘ssocrw&um
in the institution feels a part of marketing and deals as if they weve a
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nature, offer some kind of product to some kind of consumer and, -
move or less, ve marketing activities to fusther consumer ac
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OBJECTIVES:

By the end of this unit the reader should be able to:

* Understand the historical precedents, as well as the present context and future
implications of resource development and marketing in community colleges.
WNMMMMM marketing

 identify current and emerging sources of information, i.e., agencies and
publications, 1o contact for assistance in resource development and marketing
in community colleges.

INTRODUCTION

Every article writien on the community college in the current decade either
begins with or refers %o the financial hard times that have befallen the two-year
public institution in the 80's.

if present leaders can respond 10 present imperatives for leadership with the
insight, perseverance and innovation of their predecessors, the future of the
community college will be brighter than its past, which has been a shining
example of American creativity and ingenuity.

Two methods of response 1o present challenges - resource development and
marketing - were fringe endeavors of the movement through its infancy and
adolescence. rhmmﬁmemmdmmnmmbmm
problems have now become imperatives,

mmwmmmmwmmmﬂm
areas featured in the 1983-84 Presidents’ Leadership institute, sponsored by N. C.
State University for community college presidents in the stale, For this segment of
the seminars, Barbara J. Keener of American College Testing Program, lowa and
vmumhummshmmm
NWMMJSMCmmedemmM
resource facilitators,

Blong links the functions of resource and marketing in community
colieges. To fully develop the college’s resources, Blong states the entire institution
must be involved in the marketing effort, and everybody in the institution must
think marketing.

Keener says the biggest change in the last ten years of community college history
is that the institutions are getting into external fund raising. She states that resource

is an exemplary manifestation of the community college movement
in that it represents another new frontier %o be conquered. Community colleges
cannot tum © the theory and research of the past in resource development for
community colleges because these fields did not exist historically.

Resource development for public two-year colleges is possibly the most crucial
challenge for institutions that have met 5o many challenges in their short history.

Researcher

At the Presidents’ Leadership Institute, Barbara J. Keenes, a former development
officer, focused on the practical questions, approaches and stralegies regarding
resource development and thereby marketing for community colleges., She
answered the question, “Why get involved in resource development?”” by stressing
the nocossity of resource development and marketing for the purposes of 1)
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buikling acceptance for the institution in the community, 2) providing quality ©
students, and 3) obtaining financial support for cperation and growth of the
institution, S '
Three conditions for sound development programs are essential, says Keener:
1. The coliege must have a blueprint that includes its history, goals and needs.
2. There must be an active core of pcople who believe in the program:

president and development staft
3. The college must have a carefully planned development program ©
a timetable of action. /

Mentioning research in the area of characteristics that contribule © success in
private fund raising, Keener says that the commumity cotlege possesses only one of
four characteristics generally needed. The four halimarks of successful institutions
in fund raising are 1) they have wealth of their own; 2) they are large; 3) they enjoy
a high socioeconomic level of dientele; and 4) they offer quality programs. The
community college can claim only the last characieristic; howevey, it has never had
as a part of its missions and goals the former three.

if the community college has only one of four characteristics needed, Keener
suggests coping by the use of the following strategies:

o Make sure the trusiees of the college “buy into” the fund raising strategies

employed by the institution,

¢ Establish a clewr and effective indtitutional direction toward fund raising to

include a college foundation.

o Insure that ali involved understand the college foundation is the: most eflective

way logistically ® accomplish what the institution needs to do.

Because the college foundation is the most eflective strategy for fund raising,
Keener says the foliowing guidelines shouki be used in establishing the foundation:

¢ Define the natuce and role of the foundation: explain why it is being created,

what it will do and how it relaies 10 the organization.

o Give a clearcut explanation of relationships: what kinds of duties are neces-

sary for the trusiees, the college business officer, the president and others in
the college regarding the foundation. ~ .

e Clarify college policy and dirsction: the institution and how it relates 1o the

whole mission staternent is a part of what is happening in the foundation.

e Establish bylaws and articles of incorporation ior the foundation.

o Establish cooperative agreements for the work 10 be done by the foundation

among all involved.

¢ Maintain a profess:onal development staff and insure that all involved have

Accepting the given that the foundation is essential 1o contemporary fund raising
in community colleges, the next logical question is “Who should be selected to
serve on the foundation board %0 insure the greatest chance of successi” Keener
believes the key phrase here is that directors should give, get or get off Less
abrasively, Kenner states directors should come from the community power
structure (often the informal leaders). They should have wealth themselves or be in
contact with those who do; and they should be willing to give time and energy, i.e.,
get involved in foundation activities. .

She suggests that colleges just forming foundations select a board of directors of
around twenty members. Larger boards (usually already in place) must reorganize
to form an active nucleus of members, but strive to keep in touch with other, less
active members. Elecied officials should be avoided in the selection of boards
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because of the uncomfortable political positions foundation fund raising activities
could cause for them; and, likewise, because they may tend 10 be less effective in
their efiorts for the school.

Keener shows the direct relationship in the effectiveness of the development
program 0 the commitment of the presicent of the institution 1o this effort, and o
the extent 1o which it is integrated intn the overall operations of the institution. She
states that the president is the most important person in developrnent and market-
ing efforts, followed next by the resouroe development officer. :

Who should be a resource develnoment officer? Keener says that the perfect
resource development officer knows the institution (its missions, philosophy;, goal,
history and program) and is knowiedgeable of and skilled in deaiing with grant
writing, comporate and private foundations and marketing practices. However, such
an individual is a rare find. Usually, the neophyte development officer has one
qualification or the othey, but not both. This situation requires that the institution
give time and allocate resources for the training of new development officers so
they may acquire the requisite skills 10 be totally effective.

In conclusion, Reener believes “the role of resource development in cominunity
colleges is really the role of marketing in development as it fits into institutional
purpose. Resource development is reafly a form of marketing. it is a way of
presenting our institutions 1 the pubdic for their promotion. The two are directly
inegrated in terms of the overall approach that institutions take with our publics
and constituencies”' (Keener 1984).

Keener states that target publics, those served by the college, must understand
what community colleges have 1o offer them: this is marketing. They must also

identify and obtain what they need in terms of human, material and technological

resources 1o be able to continue their offerings: this is resource development. Then,
community colleges must persuade the target publics that they must assist with
providing funding if the quality and quantity of services desired and needed are o
continue: this is resource development through marketing of the institution.

Practitioner

john Blong, President of Scott Community College in lowa, spoke from the
presidential perspective at the President’s Leadership Institute. Blong pointed 1o the
necessity of changing the mode! used in the past relating ©o marketing the
community college. .
{ think you have to realize that we can no fonger look at the inside of
our institutions alone. We have to ook at the environment that
surrounds them. We‘re going to be looking at those tools which best
deal with that axternal impact. In lowa this yeas, for instance, we
took a 2.8% cut in our budget during the middle of the year, and
that cut will not be restored. That phenomenon is happening alf over
the country. We must also take a look at the socio-cultural environ-
ment: there are value changes; there are trends happening. When
you look at our institutions, you have to admit there is dramatic
change, and that change is impacting our institutions. Good market-
ing, good development are based upon the concept of dealing with
the environment as well as the internal part of the institution.
Blong says the mode! used historically by the community college for marketing
was the product orientation mode!. This mode! included the following concepts:
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* Narrow definition of the nature of the business.

¢ Producer decides what will be produced.

e Assumption that a product will continue in demand forever.

« tmphasis on selling or “pushing” products %o the consumer.

* Assumption that consumers can be induced to buy anything through sales-
stimulating devices.

The madel advocated by Blong for curment promotion of community colleges is
the marketing orientation model. He refers o Miterich, former president of
General Electric, who states, *“The principal task of marketing is not so much 1o be
skiliful in making the custores do what suits the interest of the business as to be
skillful in making the organization do what suits the interest of the customer.”

The marketing orientation assumes the following concepts:

¢ Consumer needs form the hasis for product development.

¢ Promotion is based upon consumer research.

¢ The assumption is that demand for a product will continue only as long as it

satisfies consumer needs.

¢ The emphasis is on consumer “pull,” not on producer “’push.”

Blong relates the marketing crientation concepts %o educational marketing of
programs. In this madel, he says, extemnal forces (students, society) dominate the
emphasis, Strategic planning is essential, and this strategy must include attlemipts to
satisfy existing markets as well 2 create new markets. The operative term in the
marketing model is flexibility. As in the past, the community college can expect to
be required to adapt 1o changes in the environment with a readiness not expected
of any other institution of higher learning. The present imperative for a shift to
marketing orientation is a shift from the reactive (defensive) marketing techniques
of the past 10 a proactive (offensive) stance in competing for students.

Blong says that leaders must rethink the way they look at their institutions. The
top people in academics, finance and administrative positions must take a new
approach to promoting the institution and should include the person in charge of
marketing and resource development in the decision making processes. He even
suggests that the chief executive of the community college be the chief marketer,
Marketing requires the strong public relations skills essential 1o have gotien the
CEO where he or she is. So logically, the CEO is best equipped to handie the
marketing responsibilities. If this is not possible, at least the marketing person
should be placed in the next highest level of administration.

Blong's approach to resource development and marketing, then, essentially is
wo-pronged: 1) have at the focus of all marketing strategies, the needs of the target
markets and 2} place the responsibility for resource development and marketing as
close to the top of the decision making hierarchy as possible,

Blong refers to the marketing concept as including goal directed behavior,
consumer needs orientation, integrated effort and sacially responsible behavior. In
alluding to the commonly held belief that marketing educational institutions is
somehow unethical, he points to the fact that education has been marketing its
product since the beginning through catalogs, brochures, even word of mouth.
The difference and the ethical component of what Blong advocates is that the
emphasis and effort of an ethical approach to marketing is that the student (target
population) and his needs must be at the forefront of all marketing decisions and
approaches, Previous to this, if the student is at the forefront of all programming
decisions, there cannat then be anything unethical in promoting these programs in
the most effective way.
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Biong believes in using the classic marketing strategies of differentiation,
segmentation and positioning for marketing educational programs. He uses the
analogy of employing a rifle, not a shotgun, in marketing approaches. Community
colleges must differentiate the population into t'se group which can be served by
the particular institution in question. Then, the several segments which will require
different services from the institution mist be identified. And finally, the institution
must position itself 10 be able 1o provive the services required by its markets. This,
Blong says is responsive and responsible marketing.

Although Blong sees the integral relationship between marketing and resource
development, he deferred the indepth discussion of resource development
Keener because of her experience as a practitioner in the field. He did, however,
state that marketing and fiind raising go together. He also pointed 1 the direct
relationship of the success of resource development efforss 1o the success of the
marketing effocts of the college. No one, he says, is going % invest in an
unsuccessful venture. Marketing stresses the strengths of the institution and re-
source development stresses the ways in which the strong aspects of the institution
can become even stronger. One is intrinsically related to the other.
IMPLICATIONS

“... all questions of cumriculum, students and institutional mission (in the
community colleges) pale in light of funding issues” (Cohen and Brawer 1982).
Cohen and Brawer point out that when community colleges were small and
required only a public pittance for full operation, no one questioned or cared to
know how they were financed. But because community colleges envoll fully half
of ali people who enter college for the first time, a very close scrutiny of funding
patterns for these institutions is now in oider,

The 1980s have biought new challenges. The community college has been
tapped t0 serve as the primary in-place resource 0 provide training necessary to
move the industrial society into the information age. Concumently, while perform-
ing this transformation, the community college will be required to produce more
efficiently with reduced funding and will be held strictly accountable: ergo, the
necessity for resaurce development. :

Dale Pamell, President of the American Association of Community and Junior
Colleges (AACIC) believes that community colleges are between the high school
and the university and, therefore, ““are uniquely situaled at the crossroads in the
community to provide much of the linkage leadership” essential today. He feels
that the teemendous challenge facing the community college today is that of
clarifying the image of these institutions. He uses the analogy of a fuzzy imageon a
slide show: 100 many citizens acvoss the nation, he feels, have a fuzzy image of the
community. He wants to “tum the knob" and clarify the image (Pameli 1984).

Pameli also talks of competition in the educationa! market place and says the
community colleges must know how to market their product. This is 2 competence
that leadership must master. Methods for responding 1o the ever-incieasing com-
petition for scarce resources are emerging in regard to community colleges. Turk
(1984) suggests that in order to be successful in any competitive environment, the
institution must stress its uniqueness. Experts in marketing, he says, explsin
uniqueness as carving a niche which separates the particular institution from all
others providing similar services. Turk states that the stage is set for combining the
concepts of strategic planning and traditional marketing: strategic marketing.
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Strategic marketing involves:

® Analysis of the environment.

* Needs assessment.

® Analysis of the competition.

* Determination of strengths and weaknesses. \
Huwmdadwsmmofm&mmw}ecﬂmwwm@es
¢ Development of programs and services %o satisfy needs.

¢ Determination of pricing and delivery %0 target markets.

Smmuwhmgoﬁunnewww&bﬂ\empmblemofm
institutions thot are facing institutions tocay.

Roueche and Baker (1983) state that “college personnel and governing boards
mwﬂwmdaﬂumhmmdmuhﬂn&wmmﬁeﬁnsammﬁsm
will be doomed from the outset.” They cite Johnson who points out that marketing
echniques used historically by educational institutions have dealt characteristi-
cally with serving the institution and not its clientele. Echoing Blong, Roueche and

. MMMWMMMWMNMWWM;)

suring the success of leamers in both academic and personal endeavors.”

Chaffee (1984) refers %o the adaptive mode! of stralegic management which
“involves attuning the organization 1o changes in market demands and reorientiiig
the organization as needed in order fo maintain or increase the flow of resources
from the market to the organization. On the basis of this model, colleges . . . have
been advised 10 conduct market reseach, monitor trends in their environment,
increase their flexibility . . . ., and update their program offerings.” She also alludes
mmwmmmmw#mmmmmm
model yet presentexd. Kotler and state “with the growing shortage of
students, the challenge facing the president is so develop a marketing orientation
with the faculty in which everyone sees his or her job as sensing, serving, and
satisfying markets."”

Straaegacplanninghgﬂiesmmiyme “what” aspects of the future, but also the
“how." This is the entrance point for resaurce development. “Only those institu-
tions with the ahility o adjust to the challenge of the future will survive into the
twenty-first century” (Dunn 1983).

The North Carolina Council of Officers for Resource Development (CORD)
published a 1983 membership report showing a little over half of the schools in
the 58-school system have established a resource development position. The
listing clid not indicate whether development was the anly administrative responsi-
bility of these people. However, the existence of this organization and its counter-
parts in othor states shows the growing undesstanding of the importance of
resource development to fulfilling the promises of the community college.

On the national level, the Nationa! Council for Resource Development (NCRD),
maﬁxmdmmmdmmmuwm
(AACIC), provides assistance and continuity for resource development programs.
Founded in 1972, NCRD staes its pumaose as facilitating and promoting the efforts
of twoyear college funding activities. With over 600 members, ten regional
organizations and many stale affiliates, NCRD focuses on providing services and
increasing equity in federal funding patterns,

The new stress on resource development and marketing for the community
college is a result of the institution's evolving mission. Nespoli and Martorana
(1983-84) see two trends that impact on financing the evolving missions of the
community college: 1) not whether lfolong leaming and community activities are
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a part of the mission, but who should finance them, and 2) reemphasis on state
financing of local institutions. They continue 0 say that individuals responsible for
allocations are not convinced of the worth, of community education and therein
lies the potential for crisis,

Currently, community college leaders are locking for viable ways 10 make good
the promise stated in the mission of these institutions. Resource development and
marketing are increasingly being perceived as vehicles for response %o fiscal
restraints, accountability imperatives and the call for creative and innovative
approaches 1o problest solving. However, the need for top-down affirmation of the
importance of these programs must be recognized if they are to be effective and

The role of the community college president in resource development and
marketing is generally accepted as being at the forefront of all efforts (Blong 1984).
in the Chronicle of Higher Education, David Daniel, president of Wilkes Commu-
nity College in North Caroling, states “'resource development should be central to
all your operations, never an appendage.” He sees involvement with the commu-

. nity as a primary presidential imperative. “No one can take the place of the

&‘n:idmhﬁnﬂraisﬁ@tmdhalfmymmﬁunhcdwwnsim:

In the same article, Robert L. Stoddard, dean of development and former acting
ptesldematSthonese,Utah,saysmeSthdleee ‘president spends one-
third of his time working on development.”

The next most important person in the development program is the person in
dwseofmudewbpumbavidfbdseu%!).assmvmmufa
development at Baptist College in Charleston, S.C., says the two main roles of the
development person are first, 1 act as the college’s liaison with any and all gift or
grant awarding individuals or agencies and second, to assist college personnel in
ACqUIring necessary resources.

Hodge fists twenty<wo characteristics essential for successful development
officers. Although the development officer is in a pivotal position conceming

successful program efforts, the most critical task to be performed by this person is

communicating the comprehensive development program to the other college
personnel, states Keener. She says that certainly one development offices, and even
a development officer and modest staff cannot passibly conduct a successful
development program without full approval and suppr  .um all college staff
members.

IMPLICATIONS

Commitment that begins with the president of the institution, responsibility for
the overall program resting with the: resource development officer, and a knowl-
edgeable and supportive faculty and staff are all essential ingredients for a resource
development plan which is brought & fruition through effective marketing strate
gies.

This is the present contextual understanding of experts in the fleld relating to
how community colleges can respond to future expectations of increased de-
mands and decreased funding. For those institutions who do not presently have
resource development and marketing programs in place, the time to begin is now.,
Those institutions with these programs already in place need to fine tune these
vehicles of support for the hard times ahead.
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Remmdadomminacemprdm\eawmchmpampummg
federal, state and private foundation grants; establishing a college foundation for
the pursuit of unencumbeved funds; conducting an annual fund drive to include
planned gifss, corporate gifts, major gifts, special gifts, mini campaigns, an on-
campus drive and special events; welling the story of institutional needs and
seqvices through development publications; providing financial assistance to stu-
dents through scholarships and loan funds; recruiting students to enhance govern-
mental funding allocations; and other related activities.

CONCLUSION

Marketing the institution encor ipasses all the action straregies employed to plan,
implement and evaluate the crmprehensive resource development program of the
‘institution. Resource development through marketing is essential if the opportunity
to provide excellence in the ‘uture of community colleges is %o be grasped by
. present community college leadership personnel.

Marketing

Any sound marketing textbook will give the basics of marketing which are
essentially the same for toothpaste, automobiles and education. Marketing litera-
ture that deals only with community colleges is scarce, Because this emerging field
is so new, the most helpful writings to date tend 0 be dissertations which offer
good backgrounds in marketing theory and applied research, pupers presented at
education conferences and descriptive reports. Following are examples of these:
{ERIC numbers are given in parentheses)

Smith, J. D., etal. A Survey and Market Research Activities in Two- and Four-Year
Colleges and Universities. Cleveland, Ohio: Cuyahoga Community College,
1981. (EPIC Resoure Document Reproduction Service No. ED 211 164),

Dann, D. D. The Status, Scape, and Structure of Marketing in a Selected Group
of Community Coﬂeges (ERIC Resounce Document Reproduction Service No.
ED 231 443).

Parsons, M. H. MmeDcM@CoFromHem?TheUseoﬂheMarke{Analyscs

Survey in Needs Assessment and Program Development. Paper presented at
the National Conference on “Needs Assessment: The Pulse of the Commu-
nity,” Blacksburg, Virginia, May 11, 1982, (ERIC Resource Document Repro-
duction m No. ED 217 909).

Carling, C.. G. |. Ryan, and G. jeremiah (eds.} Report of the 1982 Marketing
Committee. Lindcro&t, N. J.: Brookdale Community College, October 1 4, 1982
(ERIC Resource Document Reproduction Service No. 224 516).

Wilhelmi, C., et al. Marketing Plan 1983-84. Annandale, Virginia: Northern
Virginia Community College, jJune 30, 1983. (ERIC Resource Document Repro-
duction Service No. £ED 234 839).

Books dealing with marketing cummunity colleges are not plentiful. However,
the two following are very helpful.

Heim, W, A, and C, Keim, Marketing the Program. New Directions for Commu-
nity Colleges, San Francisco: Jossey-Bass, (eds.) 1981,

Harrold, R. Ecanomic Thinking in Education. University of New England Press,
1982, Gives an economist’s perspective in thinking through choices in use of
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time, planning and resource utilization.

Because of the close connection between resource devel pment and market-
ing, it can be expected that NCRD will be responding increasingly to the interest in
marketing community cofleges with Seminars and reprints.

in March 1984, the Center for Responsive Govermance in Washington, D.C.
hosted a threeday conference, “Marketing for Non-Profit Organizations.” The
conference included sessions dealing with: an overview of marketing, strategic
planning, target mark:t identification, legal issues and others.

The National Planned Giving Institute offered a one-week s~minar on “Design-
ing and Implementing a Successful Planned Giving Program and Marketing the
Planned Giving Program” at several different times and locations during the first
six months of 1984, Afthough dealing with only one aspect of a comprehensive
development program, this type of seminar indicates the dawning recognition of
marketing's importance to

Mariaehnghasmmgankml&iomﬁupwimmmede\ebpmentAsst

each field, as it relates to commiunity colleges, continues to grow, complementary
growth will accur in the other.

Resource Development

Appendix D lists agencies and publications (with addresses) dealing with
lﬁwmedevehpnmtkmbdgeddmasmadmdessenuauordwm

T%e\olwneofpuhlicaﬁmsretannshmde\ebprnemmma! and
specifically relating to community colleges, is overwheiming, Numerous books
have been writien on every aspect of resource development, and papers and
descriptive reports abound. No attempt will be made here to cover the field, but
several agencies and publications will be highlighted. No atlempt is made o
prioritize the listing by value of agencies or publications or to be inclusive.

The Foundation Center in New York City has offered assistance in philanthropic

giving to non-profit organizations for twentyight years, Providing regional branch

- services, this agency offers publications, seminars and workshops on foundations

and their giving practices, and i an organization founded by these organizations,
so it is abviously an autharitative source. Of principal interest are The Foundation
Directory and Foundation Grants index.

TheCoum!kwAdvmmemardSuppdeducahm(Cﬁﬁaisanatmal
organization serving as a principal public affairs arm for education, logically,
therefore, supporting the endeavors of resource development. CASE holds natinnal
conferences, publishes newsletters and holds workshops on timely. topics. it also
makes yearly awards for outstanding performances by member institutions.

The Fund-Raising Institute (FRf} offers assistance on alt aspects of fund-raising.
Publications and seminars touch on technigues for successfulfund raising ranging

" from woking with institutional foundations to conducting phone-athons. Of

particular vafue is the FR! Annual Giving Book by M. jane Williams, which gives
complete information on conducting sustained annual giving campaigns.

“The Grantsmanship Center is a non-profit aducational institution that provides
move training and publications on the art of grantsmanship, direct fund raising,

mmgenmtawdewlopnmofmmﬁmanyo&erusanmm in the
dountry,” quoting Tom a letter from Noston J. Kiritz, president. It offers fiveday
fraining progranss and a bi-monthly magarzine, The Grantsmanshnp Cemer News,
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which has the largest paid circulation of non-profit publications.

Many other organizations offer similar services and are reputable sources of
assistance. The Taft Corporation provides thorough information on private fourda-
tions as does the Public Management Institute, Which also deals with other aspects
of fund raising. Standard anc’ Foor’s Kegisier of Corpovations, Directors and
Executives provides a source of valuable information for corporate giving cam-
paigns.

Publications that are helpful are The Community College Foundation, Harvey
W. Sharron, Jr, NCRD (See Appendix D); Designs for Fund-Raising, Harold J.
Seymour; McGraw-Hill Book and Conser, Gerbey, Tinker, Stuhr on
Development, by Gonser, Gerbet, Tinker, Stuhr Publishers.

Intevstate Securities publishes a yearly listing of the 100 largest firms headquar-
teved in the Carolinas called Carolinas Companies. Other states may offer the
same service, which is helpfl in identifying and locating potential corporate
giving prospects.

Emerging literature includes a projected publication for the fall-winter of 1984-
85 by David Daniel, president of Wilkes Community College in N.C,, and Louis
Bender, director of the Institute for Higher Education at Florida State University,
Assisting in the efiort will be Bill Davis, direcior of development at Wilkes, The
book will be organized in three sections: 1) a conceptual background of resource
development, i.e., the raison d'etre, 2) a historical perspective from a utilization of
human qualities standpoing, i.e., the do's and don't’s of working with people, and
) a eechnical “how 0" discussion, i.e., a discussion of the materials, techniques
and methods of successful resource development programs.

Daniel states it is hoped that N.C.’s Council of Officers for Resource Develop-
ment (CORD) wiil adopt the new book as a text for the annual one-week CORD
intemship for new development officers. The book will be updated across the years
to insure its continued utility.

Daniel also says the focus of the book is on resource deveiopment as a sharing
wm%amcanbedanwshmpmpractmmsnmﬂpﬂkmms
mwwmmsmmmdmmmmmwcd’eses,h
says.

Rescurce development is increasingly the topic of journal articles in the comnu-
nity college field. Of particular benefit are the Community College Review,
Community and Junior College journal, and the journal of Higher Education.
Historically these plblications have offered the most recent thinking of practi-
tioners in the field and can be expecied to continue doing so.

The quality of assistance for communily colleges is excellent and the quantity of
nm:atsmdasendesoﬁenngass&tmeeisgmwing,&aﬂngahe&oiumx
thinking and innovative approaches is essegtial for development officers as is
making contacts with the authorities in the field.
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Syivia 7. Pierce
Director of Curricular Research and

Development
Fayetteville Technical institute
Fayetteville, North Carolina
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Since the early 1960's the growth and importance of impact studies t measure
the economic, social and echnological outcomes produced by postsecondary
institutions has accelerated as tensions rise among competitive providers for future
support by funding agenices and legislative decision-makers. Richard Alfred of the
University of Michigan, in speaking 10 the Pretidents’ Leadership Institute, ex-
plained the crisis in community coliege education as one of modesating revenues
ino the 1990%, as such institutional impact assessment will play a critical role in
securing state and loca! resources. Alfred explains the cyclical nature of impact. He
maintains, “How institutions allocale money shapes the impact of the autcomes
that they produce; in tum, their ability 10 document the nature and extent of the
outcome produced has an impact on the funding obtained from external agen-
cies,”

The role impact assessment can play in bulleting predicied economic budgetary
recessions should be 10 ease or bralee the downward spiral of budgets for education
by establishing documentation of pesfarmance for the community college which
can be pravided 10 both local and state revenue sources © substantiae annual
budget requests. Stabilizing envoliments and dwindiing resources have signaled
the close of a period of growth that characterized community college development
in the 1960s. Now cost effectivenass - using resources 1o maximize the social and
economic benefits 10 the individual in retum for investment in education - is the
waichword (Alired 1980). These requests, supported by information about the
economic and sacial benefits offered 10 students and the community can, in tum,
demonstrate 1o funding sowrces that in competition with universities, proprietary
sdmhmmgwtmhm;\dmww
colleges can pesiorm favorably.

Conceptually, hmcanbedividedﬁmmmiammmmm
individual students; (2) impacts on the national economy; (3) impacts on local and
- regional economics; and {4) general societal impacts. Probably the best docu-

. mented of the four impacts is on student outcomes. Higher education has profound

- effects on students in economic, cognitive and attitudinal terms (Melchiori and
Nash 1983). Impact assessment and the marketing of student outcomes informa-
tion can become the means by which the community college can secure a
position in the community as a provider of quality, costeflective educational
sesvices. Although an optimistic scenario for community colleges involves grow-
ing demand for their sefvices, continued political support, an ability 1o control
costs while remaining competitive with other sectors, and a favorable fiscal

climate, this socenario is unlikely in the absence of outcome data, Specific factors of

importance are . . . increased political support at all levels of government, based
mmmnnawmdmﬂmﬁhwaﬂmm
tion to local economic development (Breneman and Nelson 1981).

Strategic decisions in a community college using the wols of impact assessment
must be made in the context of current and future state and regional conditions that
affect the community. Community college administrators, faced with impact
research as an adaptive strategy, must then investigate both the internal and
external outcomes that make up institutional service and assess their impact.
Myran (1983} explains the role choice can and will have in these and other
deasimmadebycanmmycoﬂese administrators in the {uture, Me states,

“More than in the past, community college leaders will create the future of their
institutions by the choices that they make. And, choose they mist. As the pace of
technologicai, economic, political and social chan{e continues 0 accelerate,
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community college leaders must choose among the external and intemal stimuli
that demand attention and analysis. They must choose between altemative sce-
narios for the development of the college in response 1o these stimuli, and they
must choose how the limited human, physical and financial resources of the
college should be developed and allocated.” Making a case for uniqueness
depends upon whether a particular college is facing an optimistic or pessimistic
soenario regarding internal and externa! factors impacting the campus. How ©
assess and document these factors will be the focus of this chapler.

OBJECTIVES

At the end of this chapter, you should be able t0:

1. identify 5 major assumptions about your community college system which
distinguish it from systems in other states. Allemnalely, identify several as-
sumptions about your system which parailel systems in other states;

2. Describe the critical intemal and external factors which can fadilitake or
constrain growth and future suocess in your college. Assess the direction of
public policy in drawing your conclusions;

3. Based on Alfred’s corrective solutions, record corrective solutions for your
college, making a case for its uniqueness as a provider of educational

INTRODUCTION

In his presentation 1o the Presidents’ Leadership Institute on “impact Assessment:
Making a Case for Community Colleges,” Richand Alired presented an assessment
of community colleges based on his experience as an administralor/practitiones,
researcher and analyst of state and national public policy. In making a case for the
community college, Alfred defined impact assessment as a reciprocal concept. On
the one hand impacts are created by what colleges do with leamers; how they
contribute 10 the regional employment market; and the educational cpportunities
they create which convert the unemployed or unemployable into taxpaying
citizens yielding revenues 1o the state and locality. On the other side of this
framework for impact assessment is the impact made upon the college by condi-
tions in the extemal environment such as reduced resources, increasing competi-
tion for resources and programs, increasing state control, changing federal policies,
demographic transition, sechnological change and politicization of the institution,
State funding formulas, for example, may not be tied 1o inflation indexes and may
jeopardize the colleges’ abilities 80 keep up with rising costs. Moreoves, there has
been a “loss of romance” between the jocal and state funding sources and the
maturing community college system. Aging facilities and equipment no longer
have the political appea! that gleaming and growing campuses had in the first
twenty years of the community college movement,

The long-standing romance has, theredore, been squandered and replaced by the
need for community colleges to addness accountability issues with their funding
- sources and community constituencies. Accountability to funding sources, taxpay-
ers and students marks an important transition in the direction of the colleges,
moving them from a process-orientation of unlimited growth and educational
opportunities to an outcome orientation of cost efficient program delivery which
maximizes resources and constructively channels the debale over community
cotlege benediis and cosis.

Cha;xer 7 Impact and Image , 105

116

_Jﬁ .

L0

L) 3 LT
L VBT D ST AP TORR Y

A ED P W

A

-7

3 L L
RPTIERY S ORNECH & L

»

A

Ak

7, N ":t;xt



Assumptions About the Community Coliege |

In making a case for impact assessment with specific reference 10 the North
Carolina community college system, Alfred articulated ten major assumptions
about the community college system noting unique differences between this
system and other state systems. Noted were conditions such as the “geographic
dispersion of instiutions” across the stake. Within 30 miles, there are fifty-eight
community colieges serving 100 couniies. Secondly, North Carolina has moved
from an agricultwal-based economy 1 a manufacturing economy and is now
engaged in a transition 10 a technological economy. in comparison with many
MMMMWM&nkMMNMade
thrae or fouw national models for economic development and diversification.

Additionally, the North Carolina community colleges have no desire o limit or
constrain the “open door” philosophy. Moreover, he said, “if anything, you may
choose 10 expand acoess 1o partioular population groups that are not cumently
served. Michigan and other northem industrial states are having 10 reassess the
open door admissions concept because they simply cannot afford 10 serve every
purpose for every person.” Demographic restructuring %0, is a major concern for
these colleges. Population decline, as a whole, is not a conoem in North Carolina.
Secrving older people - an as yet unserved and growing leamer population » may
possibly become one of the next major service populations, couwedbmbss
year-olds who comprise the majority of learners among the institutions. And this
must be done 10 provide programs for oldet, working adults in a manner that does
not disrupt their income (Dunn 1983),

The fifth assumption was a focus on quality education. Although it was ad-
dressed 10 the presidents of North Carolina community colleges, the points made
by Alfred would apply 10 all community colleges. Thesre is a discemible focus on
quality, but faculty and administralors are not sure how 10 measure and define it.
Palmer (1983), in his review of the literature on how quality is measured, lisied five
determinants of quality for the community college 1 consider: (1) institutional
resources; {2) instructional and management processes; (3) student owtcomes; (4)
value-added impact on students; and (5} curricular structure and emphasis. The
sixth assumption tends to support Palmer’s premiise about quality. Alfred indicates
that a strong focus on upgrading faculty, facilities and instructional programs is a
cumrent major concemn for many community colleges. Pamell (1982), holding a
similar set of beliefs, ad\fancedﬂlemofqm!itybﬁmiom&mdmdemh
when he asked, “Is there a search for excelience on your campus? What has your
memmmmmmmmemmmmmm
about nourishing a caring, teaching, learning environment?” :

The seventh assumption dealt with unmet leamer needs and student popula-
tions. Specifically, Alfred sald, “There is a huge pentup demand for adult educa-
tion and adult basic education in North Carolina and | put the emphasis on the
word “‘pent-up demand,” or unmet demand. This probably will become your next
population base in community colleges.” Colleges and universities, nationwide,
are also placing new emphasis on programs for adult basic education. Although
community colleges do not have exclusive access to this large population, the
advantages of pricing and easy access 10 seivice populations provides a marketable
edge among competing forces.

Assumptions eight and nine deal with improved services to business and
industry and improved funding for continuing education. First, closer linkages with
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business and industry need to be established and thé private secior, as a whole,
needs © have more involvement with community colleges. One means to
improving linkages is the growing interest in developing consortiums: agreements
between post-secondary institutions, private business and industry, public schools,
human service agencies and other major community organizations. One such
effort (0 improve needed linkages over a region covering the states of Virginia,
mmmwwmmmm “Developing Human
Capital: A Shared Responsibility,” held at North Carolina Stase University and
sponsored by the American Council an Education Commission on Higher Educa-
tion and the Adult Leamer. At the invitidon of the Commission, educators,
husiness and industry, and govenwnent agencies were invited 1o generate informa-
tion and stimulate activities %o assist campus leaders, public policy makers and
business and industry 1o darify and shape postsecondary education’s role in
educating adults. One major outcome, addressed by representatives of these three
groups, was the need for consortia to improve linkages and 10 facilitate communi-
cation channels. Assumption nine raised the question of equity in funding for
continuing education, Funding in Narth Carolina is 5% percent of an equivalent
FTE which led Alfred %0 pose the question, “Is it worth offering continuing
education in terms of financial feasthility for the college?”

Assumption ten focused on communily renewat and the difierence between
mmwo&m%wmmwmmm
Noting that North Carolina had enormous promise, Alfred observed, “4 find it
imﬁmwuhmdwﬁmﬁdabiﬁtybbasmmamm
whﬂeo&msh&ssﬁrqﬂydm’*mwmwm»mﬂkhm

wmxmammm&ucmwm
ystem

Despite many of the advantageous conditions present in this state for educa-
tional and community services, there are some distinguishing characteristics about
the community college system that condition the environment for impact assess-
ment. Alfred listed four major distinctions between North Carolina and other
and posed some questions about future directions: ‘

1. The North Carolina Community College System is marked by abundant

resources compared 10 other states;

2. The ability © keep the “open door* open stili remains;

3. There are 2 limited number of revenue sources (i.e., the legislature) and
limived opportunities for expanding the number of funding sources. Because
diversification of revenue is very critical o community college education,
efforts should be made o diversify revenue sources beyond the current
number; and

4. There exists a “pent-up” demand of an aging learner population, many of
whom have adult basic education needs. This is a key distinction. How do
community colleges match a changing learner population with basic skill
education not in place with a state obviously moving toward a high leve! of
technological sophistication? There is a potential mismatch between a state
moving toward technology and a huge wave of adult education leamers who
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have domands unmet in terms of basic education. Is it possible that social
_ unrest could unfold in that population by the year 1990 or 19951

External Factors in the Environment

The external environment is as important as the inlemal crganization as a
planning dimension for community colleges. The collegial structure and loosely
developed performance objectives of community cotleges hamper their ability to
collect impact information and, in particular, 10 generate outcomes data on
MWMmmmdmwmm
the uses of college datz, si detours them from making attempls 10 assess
impact. Ewell {1983) in an NCHEMS study on student outcomes, describes three
main reasons for this reluctance. First, there is a fear that outcomes information, if
collected and widely disseminated, will reflect badly on those collecting it
Second, there is a €bnviction that many if not most of the important outcomes of
WM&WNWW&MM

Adding o this fear and confusion, broader exiernal factors exist in the commu-
nity college environment, nationwide, which severely erade the ability of the
institution’ 1o assess outcomes. The fast fackor involves the way community
cdhgsaembednaﬂaﬂhrﬂwmﬂndﬂdas classicsewiceawﬂa-
tions.” Their success is defined, almost in terms of quantitative aciors
such as the size of the budget and the size of enroliment. The bigger the budget
and the larger the increments per' yeat, the more the institution s thought of as
being successiul. Moregvey, the size of the budget is construed as evidence of
success because the college becomes onganized primarily in quantitative dimen-
sions in response 10 its environment. Qualitative factors, aliemately, are over-
looked. Time and energy are not devoted 1o things that appear on the surface as nos
measirable in quantitative terms.

ﬂnkmﬂaw&ahdhmﬂemhmw@wnnuﬂm@m
ment of quantitative and gualitative outcomes. Nationwide, the associate degree
has no uniform definition. State to state, the criteria for completion of a degree is so
varied that business and industry cannot be guaranteed consistent pesformance by
community college products. Synthesis of findings indicale that the associae
degree would be more highly valued with certain modifications in the way it is
defined and conferred. The first recommendation is directed toward strengthening
the quality of the associate degree in order 10 improve its relevance and value to the
student, the emplovers and the four-year institution %0 which the degree holder
may wish 1o transfer {Koltai 1983). The lack of analytical skills training intrinsic 10
the liberal arts also constitutes a growing dilemma for the community college
graduate, While technical skifls help 1o get an individual the employment desired,
the rapid erosion or obsolescence of technical skills may require retraining two o
three years following graduation. The result is that opportunitie; for promotion
become minima! when liberal arts skills are not present to close the gap in career
development. The question that remains is who will do the retraining, the
community college or the university?

And the last major environmental factor and, in most cases, the deciding factor is
the eventuality of reductions in stake funding in the years ahead. Coupled with
increasing competition for students, this dual dimension of reduced funding and
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mwgm;mmw!lhmummwmﬁesebmpewxm
mt&thﬂwmb&mnﬂammmwmm

mwmmmmmm

Alired posed eleven major questions that outline concemns for community
mmmmmmmmmmm
the foundation for inquiry inlo the cumment and fsture status of the community
college as a provider of educational apportunities for thelr respective communities
and states. Alfred’s major concerns are as follows:

1. What is the cost efficiency of a community college sysiem setving a large
geographic area with a refatively small population or a small geographic
area with 3 large

2. Is it possitve that a relatively low cost efficiency will put all or some of the
colieges in a system at a disadvantage in the quest for scance resources with
competitors such as fouryaar colleges, K-12 schoo! districts, and others?

3. Are community colleges organized on the basis of dependence on yeardo-
yEX increments in budgetst Must our institutions have a 10 percent pes
xmmehmmmam

pace mzmmmwn
make reductions if

necessary?
G.Wmﬂnﬁbeunphedbdaebpamm&

. mmuniwcal of educational resources?
their own way when it comes down 1o that
Humworwiﬁﬂvey as part of 2 “system strategy?”

5. Is the curent image of the community college with extemal funding

mmbmoﬁmmmmmm
i stawe revenues become scaroe?

6. What are the prevailing pérceptions of individual colleges held by funding
sources and policy makerst Are they favorable or unfavorable and in what
ways would they become maore or less favorable with respect 10 current
public policy issues for ty college education?

7. Do colleges' rely %00 lymapoﬁﬁcdmhdﬁrsmbgam
resources or do they o&anmad\asmﬂsdmaa\dﬂdeb
gain resources?

8. Isthere afalse security in terms of current enrollment conditions and trends?

—— Have community colleges pradicated institutional planning and budgets on

constantly increasing envoliment? What will happen 1o the budget and
institutional programs if envollment decreases?

9. Will 2 squeeze exist for the community coliege between the univeristy and
K-12 schoot districts over the next five years in terms of fufiding?

10. tfx-tzmmmﬁnwdmwmm

improve basic skill education, what will be the impact on the community

college?

. 11, What will happen if fouryear colleges and universities improve their
delivery sysiems 1o adult feamers and do so with cost efficiency and clarity
soﬁmﬁaeaduhleamwdlpmferbemdﬁdmbecmdwmldm&er
10 have the baccalaureate degree anyway?

~ .
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vmernal Constraints on Measuring Impact

Nationally, community colleges over the past twenty years have, by virtue of
their growth and maturity, created several major constraints that could continue ©
limit the abilities of the college 10 gain prominence in academic and organizational
renewal. These constraints constivie fundamental barriers which make faculty

mmmmwmmmmm
Mhamﬂummnm
mmwmmmmmmmmmm

In its most elemental form, the nature of the con munity college organization has
become 100 process oriented. “There s 10 much emphasis on process and o
litthe emphasis on outcomes,” states Alffed. FTE's are what count, not the starting
salary of the graduates. It's the size of the budget that really slis how stccessful you
are, not the benefits 1o taxpayers of student education in a micro-electronics lab
during one quarter. The need 1o demonsivale accountability 1w legistators and the
public is here and, yet, numerous examples of “process” indicators remain intact
as barometers of administrative priorities.

Another constraint facing community colleges is a virtual resistance 1 change.
“We have a resistance 10 change that Is very much a principle of an aging facully
and administrative organization,” explains Alfred. “We do not have the young
faculty of the formative years. Our facilities are aging and so is owr equipment.
Aging faculty accustomed 10 “guaranteed enrollments” can cause problems by
their inertia.” “How 10 deal with this problem,” adds Alired, “Is 10-ask yourself as
an adminsitrator, ‘Do we have an on-going, organized staff development program
to begin o get our faculty 10 move in new directions?’ ~

The “loss of romance” is still, yet another constraint between the college and its
constituencies, in particular its funding sources. Alired describes the following
soenario as an inevitable reality whose time has come. “The community college is
nm&ew*kmwmmhemdhgimﬂw&wwbwmm

. New buildings, new programs, new staff—building a new insti
mmnstyannctmpouna!pmpodbm Mad\mmhubudgetmalsbﬂve
legisiature 0 repair cracking mortar and leaky roofs in existing facilities,
enhance faculty salaries in programs that have been in place for 1010 15 years,
to replace obsolete equipment is not an attractive political proposition. As a
consequence of this loss of romance, community colleges must begin 1o find other
politically atiractive ways 10 appeal 10 legislatures and county governments as well
as taxpayers in order that financial supnoit may remain on par with the revenue
growth of the past two decades. Watier barger (1978, using Young's (1977) set of
resource development elements, suggests that in order 10 develop new resources,
institutional decision-making and support of the college should establish priorities
among available programs and provide administrative suppott and resource alloca-
mndm&hmbﬁinmnammwwdw&de
funding. ~

tnﬂuencmg decision-making behavior in external funding agencies also has an
internal counterpart within community colleges: how o influence decision-mak-
ing processes of both the istration and faculty? These groups are not as apt to
change or be influenced ing external conditions, despite the need o
address changing demographics, increased competition from allernate providers,
centralization of decision-making in stale agencies, and greater accountability to
reveiive sousces. Allied defines this problem as “rigidificaiion of the decision
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(ﬂ.
process.” Ommﬂwm&whaduwwem\dedbarmof
new constituencies decision-making processes in the community college. it takes a
long time 0 achieve concensus on a decision made when one has o consult
multiple constituencies, stales Alfred, Because of the increasing levels of complex-
ity, he adds, a president has 0 consult with administrators, classified staff, the
faculty union, the academic senate, the curriculum committes and other groups

bearing vested interest. If faced with the question, “Could the community college -

namwdemma&nnmmammamer‘
Alfred added, “1 would Have 10 say ‘na,’ they cannot. There are just oo many
mbmmmmmMmmﬂum
they used 10 be.”

mwmaummmmmmw ,

harries or constraint for community college development is that of fultime faculty
as partners in the academic enterprise. Faculty teach, they provide basic academic
advisement and commitiee work and then they leave campus, Faculty are not
mmmmmmmmmwmmmw
ing at the department ledeel; and they are not involved in ressarch and assessment
of future manpoiver needs, explains Alfred. And this has sesious consequences for
making a case for impact assessmend. The question is, are administrators willing 10
release faculty from one course 10 do the kinds of research on program pesform-
muﬂmﬂkmﬁeﬂnnﬂeamhwmr
dumu lossff\e rigidification of offaoul:r
TOMance, dec&uv-makha.and 0ss
partnerships, can only lead the community college on a course of decline in
service and curriculum opportunities for students and community over the next
two decades. Increasing <comdpetition for students and instability in' funding,
however, will surely shape the velocity with which change impacts the community
colleges. And the degree 1o which a college is prepared 1 carefully examine these

constraints and to respond o criticism, will partially the leve! of support

Mmexpeabmﬁmwngm ty agencies, students
and taxpayess,

M“ﬂwﬁ&bdwm

Community colleges have three vulnerabilities they will need 1o address by
virtue of changing extenal conditions. Essentially these involve difficulties in the
inundmmhmﬂmﬁmmmmm«m&nmnm
cdiegsmﬂdbemﬂympx&difﬁmnda!sksm ions. of over-

andadedinemmblicpuwptmmnhemmeamiwmred
wams, “Unless colleges are prepared to document the impacts caused by a foss of
ﬁm:aismpoﬁ(awdmdoesmmmod\eymsomsb
expesience’” difficulty in sustainiing the cumrent level of resources. Moreover, a
mmmﬂdachpﬂﬂmmﬁmwieésmmww&dom
talk 0o much about the benefits produced on a program-by-program basis and so
what legislators see or what the public sees is only the cost factor - what it costs to
operate the program without documentation of the benefit side of the equation. As
a result, a decline in public perceptions about benefits to the student and o the
community could arise when there is too much focus on cos . and not enough
attention 10 the relationship of benefits 10 the cost. Accountability o constituencies
&;enbecomﬂmemediumofexdwwinwmchcostarﬂvaluesssuppmedby
groups both internal and external to the college.
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Implications and Corvective Solutions for Community Colleges

Despite the significant number of intemal and external factors and vulnerabilities
which are confronting community colleges nationwide, efforts © gather impact
information and data on student outoomes can meet with success if the commaunity
college today can take corrective action 10 improve their image both in the market
of service providers and in their relationships with exiemal constituencies.

The first step involves buikding a case for uniqueness in a way that it has not been
built. For example, the tow cost of tuition for students in this comimunity college
should be preserved. With the traditional prestige of the baccalaureate degree stifl
intact, the community college must continve 10 deliver fow-cost education ©©
attract students. Otherwise students whs ..ay continue o prefer the four-year
degree over the associate degree may choose 1 atiend fousyear colleges if tiition
parity is achieved.

Relationships with public and private sector agencies, 00, must be strength- ~
ened. Cunicula need to be conceived more in wrms of what business and industry

need, not exclusively in terms of the needs of faculty and what they think should be
taught. Consartia with other service providers and with public and private agen-
cies can become an excellent method by which needs and sosutions are communi-
cated and understood.

Expansion and diversification of revenue sources should top the list of solutions
as the consequences of not doing so will loom larger over community cotleges in
the future. The need to diversify funding sources can be met by involving business
and industry and cther privatesector sources in questions about the sotvency of the
college. The question is, can faculty and administrators rely on present funding
sources or should they not expect industry 1 do move or the local tax district 1o do
more? When looking at benefits offset to industry in terms of a trained labor pool
stocked with well-prepared graduates, should not the community college receive,
in tur, equipment, scholarships and other resources as a reward for meeting the
manpower needs of the private sector?

in addition to achieving a win-win relaﬂ'&rship with the private sector, atlempts
should be made 1o clarify and embellish the requirement for the associate degree,
making the criteria and performance expectations clear and systematic, if the
needsdbmmmmmmmnaptmwmn,m
establishing a uniform performance level for graduales may insure that racruiters
and managers of privalesector organizations hold positive feelings about the
reputation of the associate degree.

Whether it be decisions about uniqueness for the college or for looking at
altemative funding sources, a fifth solution to help community colleges improve
their situation is %o eliminate the steps and time involved in the decision process.
Too often, the cullege focuses on pracess and not outcomes. The elaborative,
consuitative networks that today clog the decision-making process is essentially
creating an inefficient and ineffective way X operate the institution. The question
remains, how fast can the college make a decision? Can it turn on a dime? And
more importantly, tow fast can the competition make a decision on the same items
of consideration?

To be able to build a case for uniqueness for the community college requires a
radically different approach to marketing’the organization. Essentially this begins
with marketing outcomes, not intentions. Students require different types of
information as a support for attendance decisions today. They do not only want to
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know the courses that are being offered, they want ta know the outcomes achieved
by the students who take the courses. Institutions that begin to market the
outcomes of what they produce as opposed 1o ¥eeir intentions will have an

advantage over other instinutions. ideally; this concept s the entire case for doing -

impact research. How can faculty and nistrators market the college in the
arena of providers 50 as 10 come out first in the compstition? And are they
doing the type of research that is going © give them comparative advantage over

these competitons? One form of comparative advantage posed by Alfred that is

particularty effective in making a case for community colleges is the principle of
foregone eamirgs. He makes a case in point about the two-year student vs. the
four-year student who asks, “For the amount of time I'm in school, how much
income do ! forego because I'm in school?”’ The example below can illustrate,
Two students start school, one in the community coliege and one in the
university. it takes the two-year student two years, maybe two and a half, 1o get the
associate degree. Over those two years he has paid $2,500 © get the degree. The
cost is essentially minimum. Upon graduation, this person obtains a job paying
$15,000 per year and over a four year time span has eamed $30,000 with two
years spent in direct employment. He has made a net income of $27,500 ($30,000

minus the $2,500 cost to oblain the associate degree). Kﬂt&smm@&d\_

while attending school, his net gains would be even larger.
The four-year student, on the othar hand, whohassonebsdloo!dumémts
same span, eamed nothing, went full time and paid $12,000 compared 10 the two-
warconmunﬁwcoﬂegesmdemmbymhaseamed”?SOOMWM
year's work experience. Thmsdxhﬁwhuwxmtsamdminm
$12,000 without even hitting the job market. f
Four years later the commiunity college graduate now has his employer pay
hﬂmbamahmdesaeewhukﬂiﬂbehgﬁnﬂyewﬂowddmmfdmms
MyeamAndhehaseanwd,ﬁxexNﬂpl&VZOOOwhﬂeeaninsmemm
ate simultaneously. Tmmwacdkgemdemdmmsmhmwaum
eamed $20,000 per year for a total of $60,000.
M\ennote\enaddingmemtployerbeneﬁsmtopofmﬂwyhavepa‘dfm

tuition, after eight years the community college graduate with the baccalaurate’

degiye has eamed $99,500. The four-year graduate with the same baccalaureate
degree has eared only $68,000 (§80,000 minus the $12,000 cost to obtain the
baccalaureate degree). Both have the same degree, but the community college
graduate has something else on his side—the job experience. He has two more
years of experience at the iower level and is moving up the management hierarchy.

The key point in Alfred’s scenario is that after eight years with both students
having the same degree, the student holding the associate degree has earned more
money and has more job experience. On the flipside, the benefits in marketing
this comparative advantage for the community college is ko demonstrae to funding
sources, polential student markets, the community and competing educational
praviders that there are enormous cost-benefits for students in erms of sheer
bottom line impact.

Lastly, two additional corractive solutions are posed by Alfred regarding the
internal constituency of the brganization and a growing demand for leadership
development within the community college system. iHe contends the structure of
internal mangement will need to be shified 1o produce a strong focus on institu-
tional research compared o what now exists, Simply having a researcher on
campus will not be enough 10 meei the developmentai needs of the college.
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Faculty will need to conduct research on the effects of their programs. This may
entail releasing facuity from one course to allow them the time and opportunity to
be a part of the research process. It is in the best interests of the college to utilize its
academic resources %0 substantiate the outcomes of the leaming process. One
question remains: Are community colleges doing the types of institutional research
that will provide them with a comparative advantage over competitoss in the
delivery of programs and quest for human and financial resources?

Leadership, without question, still remains one of the most essential ingredients
of institutional vitality in the higher education market today. Innovative programs
for leadership development can and will contribute greatly o the planning and
decision-making of the future state of the community college system. “Opportun-
ity with Excellence” cannot survive without opportunities for leadesship renewal
and for the develupment of new leaders in the community college today. The
Presidents’ Leadership institute in North Carolina, the first of its kind for commu-
nity college presidents, is a major case in point. With initiatives from other states
aid their legislatures, leadership programs in other states will emerge to provide
the needed retooling for the presidential role that will be required to meet the
demands of future citizens.

CONCLUSION

For the mid-evel manager, the challenge through the year 2000 will not only be
to help shape the mission of the college but to hamess the resources that wiil build
credibility into the outcomes of the institution. Strategic action rests significantly on
the extent and nature of concepis and symbols available for orienting the partici-
pants {constituent groups) as well as the extent and nature of their communications
both inside and outside the organization. Organizational leadership seeks to
improve the satisfaction of participation and to increase the credibility of the
organization in their eyes (Chaffee 1984).

Leaders’ mission in building a case for uniqueness will be to clarify the image of
the institution in the minds of the local and state constituency through impact
research and its marketing. The label, Opportunity College, appropriately given to
community colleges in the 1960’s, can be redeclared in the name of excellence in
the 1980s and "90s providing that commitment is driven towards low cost of
tuition, building curricula for business and indusry, redefining the associate
degree, eliminating steps in the decision-making process, marketing outcomes,
getting the faculty involved in the research process, and strengthening one’s own
leadership capabilities and those of the saff. ‘

in making a case for community college impact studies as an adaptive strategy,
Alfred shares this vision. Using institutional impact data provided to key decision-
makers through an effective organization for institutional research, one can make
the case for new resources. The question is, “Do we have the ‘will’ and conscience
to undertake this task knowing full well that it may mean a fundamental change in
our app.oach to management? | think the answer is ‘yes’ and | look o you to
advance our colleges in the information society with a strategic organization for
rescarch’” (Alfred 1983).
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Conclusion

CHALLENGES, ADAPTIVE STRATEGIES
- AND COMPETENCIES FOR THE
FUTURE |

Dale F. Campbell

In selecting the objectives for the institute a decision was made that leaming
some lessons from ressarch on another segment of higher education—small
peivate colleges—might be particularly beoeficial at this juncture in the history of
the movement. With what has been called the deregulation of higher education,
these institutions have by economic necessity either adapted or died. Many
adaptive strategies reviewed in this volume were first wiilized in small privase
colleges (i.e. public relations, resource develapment, recruiting and marketing,
efc.).

What are the major trends impacting youwr college that you can do something
about? What strasegies were found to make a difference in addressing these trends?
And finally, what new competencies will be required of you as leaders? A synthesis
of the selected institute outcomes points 1o these four core findings:
CHALLENGE - Rapid Technological Developments. George Keller states that the
new computer and communications sechnology is transfkrming the traditional art
of waching and the entire nature of educational delivery. In 1984, Japan intro-
duced its “broadcast” university which utilized public television 10 deliver a range
of collegiate courses to the general Japanese public. The technology is in place

today 10 create the All American University in which the most distinguished faculty

mdtﬁeﬁswﬂr&ﬂemﬂmmmmbwimum
sion across the nation.
ADAPTIVE STRATEGY - Human Resource Development. Dale Campbell states
that with cost so prohibitive in the area of high cost, soon © be obsolete
equipment, priorities in funding oocupational education must shift 1o the faculties’
acquisition of new knowlege. Staff development could be the most critical
resource if redefined to focus on computer literacy, formation of information
networks, cooperative education, contracting and topkcs which focus on the
faculty role as resource person and facititator of leaming,

fim Hammons states that “there is not any one thing as important 10 institutions
and w the future of them than people, and, what we do in terms of selecting
people, placing them on the job, orienting them, developing them, the way we
utilize our personnel, and then the way we evaluate and hopefully as a conse-
quence of that, reward them. There's no other aspect of our ingtitttion, in my
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and intentional. ' i
NEW COMPETENCIES ~

* Mangement of change. ,
¢ Ability 10 use fchniology W0 optimize performance.

.1
; f*f,‘
i Wl A

. m'dlﬂm mmaiﬂnwurgﬁd programs of faculty evalua- '3
tion and development. . . dad

In shifting from an industrial 1 an information-service economy, Keller predicts B
that the costs of education will increase faster than other sectors of the econony. i
Education will continue 1o remain a Labor imensive endeavor, not lending itelf 10 .

increases in productivity. With increasing demands on public revenues, the public
and Rmnding sources will demand cost reductions and increased praductivity
resulting in future political concerns for education leaders.

ADAPTIVE STRATECY - Resource Development and Marketing. :

Richard Alired states that aggressive strategies for resource development and
rer “~cation will be needed 10 produce discretionary incame for program develop-
me: . Administrators who allow weak and inefiective programs 10 consume vital

i resources, weahan the antire fabric of the organization. New strategies for markes-
© ing college programs should be developed with a focus on research and student
NEW COMPETENCIES ‘

® Fund raising.

® Marketing.

¢ Creative management of finances.

* Research -trend analyses, assessing needs impact assessment, evaluation of

outcomes which focus on our product. ]
CHALLENGE - Increasing Competition. .

According 10 Keller the higher education monopoly on adult educatioon has
been relinguished 1 a growing plethora of institutions and agencies which have
vested inferest in adult development. Today one out of every six museums offers o
college courses. Private business spends over $14 billion annually on employee b
development. Many corporations have actually begun the operation of company L ‘:g,
colleges awarding both undergraduate and graduate degrees in the technologjes. , e
The armed services continue o provide the bulk of much of the nation’s technical A
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training. Over 50% of the electronic technicians now serving the private sector -
received their training in the military. oy
Competition for shrinking doilars has made it imperative for alt public institu- A
tions 1 be able 10 prove a form of uniqueness and demonstrate their value 10 N
taxpayers when legislators begin 1o favor other sesvice providers. N
ADAPTIVE STRATECY - Focus the Curriculum. -
One must realize, according to Pamell, that community colieges are not the only i
providers of sesvices 1 the communities. Linkages wili be the name of the game B )
for the next 15 years . . . linkages with business and industry to further cooperative L
education programs; linkages with high schools and 4-year institutions to create W
closer articulation of the programs which precede and follow those of the i
community college; linkages with community-based human service organizations Ly
to increase support of adult education. The community college leaders who , “
survive will be those who choose 10 cooperate rather than do combat with other W
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In stdying attempts by selecied private colleges to deal with decline, Eilen
Chaffee identifies two strategic models. The first is the adaptive model, which
involves attuning the onganization 1o changes in market demands. The second
strategy discussed by Chaflee is the interpretive model, wiiich accepts that an
organization is a network of individuals; and a key leaders™p role is 0 assure the
management of meaning or focus on mission. There was not a “new program-
needed mentality” in an effort 10 attract students. Rathes, marginal changes, not
major-changes, were made in the curriculum programs. institutions did not pursue
new missions that were outside the expestise of the faculty Business and aca-
demics were not allowed 10 function separately. The successhul colleges in
Chalflee’s stiudy weve those that found their own unique blend of the adaptive and
hmm&andnﬂdmmwmump
assessing the neads of their constituents. When a proposal for a new
program is presented, the program must be integral 10 the institution’s mission,
Hence, curricuum grows out of mission, .

Jobn Roueche states that leadership is caring about the quality of the institution.

Ore must hehave as though he really cares about what goes on in the organiza-
tion. if one doesn’t care about the quality of the enterprise it will not happen.
Mediacrity will be the end resutt. Having expectations for the faculty and students

~shows care, Signaling expectations (caring) may be as simple as asking the right
- Questions such as, “is anyone leaming anything around herel”” What can be done

in an educational instittion is powerful one expects something % happen and
NEW COMPETENCIES

* Master politician.

¢ Establishing linkages. 4

* Focus on mission in decision making.

* Caring - asking the right questions,

* Mativating - developing and maintaining high standards and clear perform-

ance objectives,
CHALLENGE - Questioning ldentity.

Leadership for the movement has Lieen in transition and so has the movement's
identity. in fact Campbell’s “new challenges for leadership” article might have
been titled more aptly “New Leaders for the Challenge.” The past few years have
seen a number of significant changes in the character of the leadership of the
movement with its passing of the manthe 10 leaders in a new era: nationally from
what Vaughan calls Edmund Gleazer, jr, the philosopher, 1o Dale Pameli, the
pragmatist; in North Carolina from Larry Blake, the formalizer, 10 Bob Scott, the
politician. Each man seemingly is right for his time——history will ultimasely judge.
George Vaughan states that “the community college is facing a crisis of identity
that may prove 1o be as significant as any other évent in its development.” With the
shift in Jeadership it is only ratural 1o have some loss of identity and cohesiveness.
Richard Alfred argues that a case must be made for uniqueness; or becoining a
redundant organization in higher education will be the risk.

ADAPTIVE STRATECY - Creative Leadership and Govemance.

Ben Lawrence ciles Chaffee’s recent National Center for Higher Education
Management Systems research which concludes that adaptive straegies alone do
not turn around declining colleges. Rather . . . these schools were led by people
who sought to construct reality in accordance with their percentions of what the

Conclusion Challenges : 119
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organization ought 10 be . . . They esiablished and maintained a strong, and clear
sense of organizational identity-—and they made major decisions on the basis of
that identitiy.” Her conclusion mevits quoting for your reflection on its applicability
20 you institution where the leader's principal role emerges as that of seacher,
conveyor of our philosophy, the “manager of meaning.” She concludes with a
powerful statement that *. . . sincerity, diligence, and even sophisticaled analyses
of demand cannot overcome the absence of a shared perception of what the
college is about and why it matiers or a shared conviction that it is capable of
making good on its promises.”
COMPETENCIES

. Cmmtndwvmwm&imofmemmdmm

dﬂwmom&mtmwiﬂlam

. Abmtyhpinm .
lek and right brain skills, .
L mkwi&mddmd\m .
Oam’ym _
. mmminpm&huﬁmhmamnuam

Dale Pamell emphasizes the importance of tonforrow's leatders also being
sachers. “if in fact, our major product is learning, then everything we do should
support leamning in the institution . . . | would fike 10 see all of the
Programs . &ndhwﬁmdmmmwsmmh
Md%ﬁb&gw\edh&”

THE ULTIMATE CHALLENGE

These then are some of the major trends impacting community colleges today.
Regardiess of whether you view them as theeats or as opportunities, they are cleasty
challenges for leadership which must be met.

mmsmwnmmdmdumw

college movement is 10 reexamine its roots, adapt our institutions o these
dﬂb@hhdeNMadwvsimMMn
making good on the promise of the national slagan, “achieving opportunity with
excellence.” Yo that end this volume conclides with two men’s visions of the
community college—aone a founding fahier of a system, the other the chief national
advocate of community, technical and junior colieges.

Dr. Dallas W. Herring, former Chairman, State Board of Education, North
Carolina Community College System, challenges us 10 “rededicaie ourselves 1o the
phitosophy of total education.” Exercepts from his address are reprinted in
Appendix E. Fryer states that in developing leaders “the most important set of
assumptions that any administrator holds has 10 do with his or ber beliefs
conceming the nature of human beings . . . 10 become consciously aware of their
mmmwmmmwmnmmwmmn
extending the right of every man and woman 1o develop 10 their fullest ability.” He
calls on us to rededicale ourseives w0 the hallmark of the community college
philosophy amd mission—that of extending access %o all who may profit from
instruction.

Secondly, Dr, Dale Pamell, President, American Association of Community and
Junior Colleges and chief nationa! spokesperson of the movement, sharés with us
in Appendix F his visions for the future of the community college. He states that “If
we fail to develop leaders with the competencies 10 not only see our new frontiers
but deal with them effectively, § ihink we're going to . . . siail in the ability to serve

120 | Leadership Strategies for Community College Elfectiveness
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the needs of owr citizens as lifelong leamess.” Community colleges have histori-
cally been noted for their ability 10 adagk in response © the changes in society and
the resulting needs of the canstituencies they serve. Unguestionably these are
challenging times as are those that befall each generation of leaders. You are
challenged 1 further explore the implications of these stralegies for yourself and
your institution, The ley adaptive sirategies of human resource development,
resource development and marketing, and focising the curriculum, couplad with

creative leadership, can form the foundation for the new management style for -

cummunity colieges. Hopelully this volume has stimulated your thinking, pro-
vided an initial foundation for rekindling your spirit 1o rededicate yourself with
vigor © achieving the unique mission of your institution.

Thomas W. fryex, ir, “Developing Leaders Through Gracdume ion,” in Emenging Roles for
mmcmmmgmmmmm 984: 102,
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Absent High
concephusl understanding) {expert)
Competency Present Needed
* Managing change 0123456 0123456
* Using technology 1o optimize
performance 0123456 0123456
» Administering valid faculty development ‘
mmm 0123456 0123456
¢ Fund raising 0123456 0123456
* Marketing 0123456 0123456
& Managing Snances creatively 0123456 0123456
¢ Analyzing research trends, assessing )
impact, evaluating outcomes 0123456 0123456
¢ Being a mavier politician 0123456 0123456
o Establishing linkages 0123456 0123456
® focusing on mission indecisionsnaking 0123456 0123456
e Caring about quality of the enlerprise 0123456 0123456
* Motivating others by devsloping and
performance objsctives 0123456 0123456
* Committing (0 the mission—extending .
opportunity with excellence 123456 0123456
¢ Planning stategically 0123456 0123456
® integrating left and right brain skills 0123456 0123456
& Working with and through trustees 0123456 0123456
o Clasifying the image 0123456 0123456
¢ Teaching 0123456 0123456
» Committing to prolfessionalization of the 5
management eam 0123456 0123456
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s Appendix B

MINTZBERG'S TEN ROLES

1. interpevsonal Roles
a} Figurehead - carrles out social, inspirational, legal and ceremonial duties as
a function of status.
“ b Leader - considers needs of organization and its members in developing a
dimiste conducive 10 eflectiveness; motivates, supervises, hires, trains and

promotes,
©) Liaison - works with peaple outside the onganization 10 manage boundary
conditions and: ensure access 10 needed resources.

2. Informadional Roles

d) Monitor - seeks and receives information from ‘imside and outside the
organization - develops hisher own information system.

€} Disseminator - ransmits internal and exsemal information about facts and
values relevant 1o institutional mission 1o subardinates. (Selective transmis-
sion determines relative openness of communication),

f) Spokesman - transmils inforrration 1o individuals outsicdle the organization -
MMNWWWnM

3. Decisional Roles
g Entrepreneur - Hmsmwmofmumwwmmm

organization.

h) Disturbance Handler - deals with conflict produced by change as weil as
Wm&mkh&emmmmmmndmw
mmwmmw

j) Negotiakx - mmmmmmmmm
mmargdvediﬂaumwiﬁnmﬁuawﬁmm

- (Mintzberg, 1973)
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. Appendix C

OCCUPATIONAL PROGRAM " **‘
COMPONENTS OF COOPERATIVE ~

e

© Three new courses were developed 1 atain the desired program
WMMMWMWM‘&NN&QM '
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1. mmmhwmwmm-
ing — Humap Development H.D. 301. Career Development (3-0) -
Designext for persons interested in developing positive educational/career

choives through individual and group exploration. Students mey expect ©

work through various assignments and exercises (0 increase interactions with
others and awareness 10 self.
WMWWWWWWN
targeted for the undecided major.

. Qocupational Adjustment — Supervisory Management S.Man. 303, Career

Manaaam(.‘i—&)
Personal adjustment o supervisors, co-workess, and work conditions.
Includes the study of job seeking, job getting, and job keeping skills.
Staffed by approved Mid-Management faculty or proposed Cooperative
Education Coardinator and tangeted for declared majors with no prior work

experience.
. Supesvised Work Experience/Cooperative Education — Example of Building
Construction Technology BCT 441, 442, 443. Cooperative Education
Seminar and Work Experience (320 clack hours) |

A comprehensive treatment of internship related activities, individualized
objectives, and regularly scheduled seminars refated 1o the student’s occipa-
tional specialization. Studest will spend a minimum of 20 hours per week at
anwmediobwhﬂeeawtledmaxhdd‘emm?«mﬂsms,m
303 or consent of instrucior,

Staffed by approved faculty in student’s occupational specialization and
provides a builtin mechanism 10 awand credit for prior work experience.
(Vemon Regional junior College 1980}

(Rippy and Campbel] 1982)
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Appendix D

ESSENTIAL PUBLICATIONS AND
HELPFUL AGENCIES FOR
DEVELOPMENT OFFICERS

FEDERAL PUBLICATION AND AGENCY INFORMATION

AWRKAN EQUCATION

CATALOG OF FEDERAL
DOMESTIC ASSISTANCE

THE CHRONKCLE OF
HIGHER EDUCATION

FEDERAL GRANTS MANAGEMENT
HANDBOOK & CHAPTERS

5

FEDERAL RECISTER

FEDERAL RESEARCH REPORT

»”®
)

FEDERAL YELLOW BOOK

CRANTS & AID TO
INDIVIDUALS IN THE ARTS

GUIDE TO FEDERAL
ASSISTANCEVOL. 1 & 2

138

U.S. Goverrunent Printing Office
Superintendent of Documents
Washingsn, D.C. 20492 {202} 275-2051
Publishedk Bi-vionthly

U.S. Government Printing Office
Supevintendent of Ducuments
Washington, O.C. 20402 (202} 275-2051
Published: annually

£O. Box 1965

Marnion, Ohio 43305 (614) 363-3141
Published: Weekly

Grants Management Advisory Sesvice
1725 K Strent N.W. Suie

Washingson, 0.C. 2006 (202) 872-1776

951 Pershing Drive
Sifver Spring, 'AD 20910 (301) 587-6300
Publishe~: ‘waekly

Washingtoo Monitor

Suite 449

Washingion, 0.C. 20045 (202 3477757
Published: Periodic Up<ates

Washingtort lntermational Arts Leder

Box 9005 ¢

Washingion, £.C. 20003 (712} 2464510
Published: Anviually

S781 Beawmoin Avenue

La Jolla, CA 92037 (619) 454-1412
Published: Annually with Monthly Up-dates
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HEALTH PLANNING MANPOWER

HIGHER EDUCATION
NATIONAL AFFAIRS NEWSLETTER

HUMANITIES

KIPLINGER WASHINCTON LETTER

-

VOCATIONAL TRAINING NEWS

.

THE ESTATE ANALYST

Capisol Publications inc.
1330 North 17th Street
Mvwmzzoosmn $28-5400

Amevican Councit on Education

1 Dupont Circle Suiwe 800

Washingion, D.C. 20036-1193 (202) 293-7050
Fublished: Bi-vWWaekly

Suparintendent of Documents
giww,ocmm 75.2051

X 2
Published: Bimionthly

1729 H. St N. W,
Washington, D.C. 20006 {202) 867-6400
Published: Weekly

Capitol Publications, Inc.

1330 Narth 17th Seeat
vamzzmmszs-mo
Published: \Weekly

Kennady Sinclaire

524 Hambuvg Turnpike

PO, Box 34

Wayna, N} 07470 (201} 942-2000

PRIVATE PUBLICATION AND AGENCY INFORMATION

COUNCIL FOR ADVANCEMENT AND
SUPPORT OF EDUCATION (CASE)

DESIONS FOR FUND-RAISING

THE ESTATE ANALYST

THE FOUNDATION CENTER

FOUNDATION NEWS

FUND-RAIS) 15 INSTITUTE
FUND-RAISING COUNCIL
CONSER, CERBER, TINKER,

STUHR ON DEVELOPMENT
THE CRANTSMANSHIP CENTER

Associale Vice President

WM

smwoo, 11 Dupont Circle

Washington, D.C. 20036 202) 328-5954

By Harold §. Seymour. Contact your local
booksiore. ISBN 007-056356-3

524 Hamburg Tismnpike

PO. Box 34

Wayne, N.§. 07470 (201) 942-2000

888 Seventh Avenue
New York, N. Y 10106 (B00) 424-9836

1828 L Street N. W,
Washingion, 0.C. 20036 (800} 4249836

Box 368
Amber, PA 19002-0365 (215) 646-7018

SO Fifth Avenue, Suite 1015
New York, NY 10036

105 West Madison
Chicago, IL 60602

1031 5. Grand Amnue
Los Angeales, CA 900715 (213} 74%$721

HARVARD BUSINESS REVIEW Subscription Service Department
PO. Box 4040
Wobum, MA (1888
Published: Monthly
128 Leagership Strategies for Community Coliege Effectiveness
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HOW TO BUILD A BIG ENDOV/MENT  Public Mangement institute

333 Hayes Street
San Francisco, CA S4102 (415) 896-1900
ORYX PRESS 2214 North Central Avenue, Suite 103
Phoenix, AZ 85004
THE NONPROFIT EXECUTIVE Takt '
$125 MacArthin Boulevard, N.W.,
Washington, D.C. 20016 (702} 966-7086
Published: Monthly
NOWPROFIT CORPORATIONS, PrentioeHall .
ORCANIZATIONS & ASSQCIATIONS Book Distribution Ceneer
by Howard L. Oleck Route 59 at B-ook Hill Drive
West Nyack, New M 10895 (914} 358-8800
PHILANTHROPY & MARKETING Thirnd Secior Press -
NEW STRATEGIES FOR FUND RAISING PO Box 10044
by lames Cregory Lord Cleveland, OH 44118 {216} 9374066
THE WNTHJ&?H MONTHLY P Q. Box 98%
" New Milford, Conn. 06776 (201) 354-7132
| } Published: Monthly
TAFT FOUNDATION REPORTER Takt Foundation Information System
tAnnuallyl; FOUNDATION UPDATES 5125 MacArthur Bovlavard, NW
{Monthly); FOUNDATION GIVING Washington, £0.C. 20016 (202) 966-7086

WATCH (Bi-Monthly)

NATIONAL COUNCIL FOR RESOURCE DEVELOPMENT
Affiliase of the American Association of Community and junior Colleges
Copies of NCRD Reprints and reference book may be obtained by writing:
Suite 410, One Dupont Circle, N.W,
Washington, D.C. 20036-1176 (202) 293-7050

Principal Reference Handbook:
Sharron, H.W., Jr.{ed) The Community College Foundation Washington, D.C.:
NationalCmutﬂ&x Devebpnmum

NCRD RESOURCE PAPERS

i. mwmxcmm;wmmwﬂmn,~

1973
2. Funding Sources for Community Services: The State and Local Community.
HamyShaxrm 1974
Federal Relations in Community and junior Colleges. Jack Orcutt, 1974
HowbbeSuomw&ﬁatGmmvshnp,GmdehmkmepodenUns
Generalization: Foundation I. Dr. Barbara Young, 1980
A Federal Glossary. Lowell 1975 .
Sanford Schneider

Eﬁ%dhﬁo&%ﬁmah@ﬂ%wmm Dr.
&

Profiles of Fedesal ams Administrators in Muolti-Unit Community Col-
leges. Anthony D. , 1976

The Small College and Federal Funding. Dr. Bonny Franke
GmemnmRefatwinCmumtvand}unmCoﬁeses. Some Perspec-
tives. Dr. Robert §. Leo, 1976
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it m&mw t in the Age of the Economist and Consumer. Carmelo L.
F{

12. indivect Costs: An Introduction for the Community Col

s S e e v
. The for intergovemmental i i

14 gpwuﬂﬁe:gtﬂmm Science Education Using National Science Foun-
" dation Grants. Makoolm 1977

15. Conditions and Factors iated with Successfui Federal Funding. D, john

' E. Young, 1978

IG.WEW&&N&WSMRFGWM@
Ginger Holfland, 1978

17. Winning Foundation and Corporate Grants Christine M. Van Ness, 1978

18. wmwwdwwwm

" 19, maw&amw DrhmsH Young, 1979

20, Predictable Crises in Resource Development, Richard §. jackson, 1979

21, The CETA Amendments of 1978 - How They Relate 10 the Two Year Educa-
tional Institution. Dennis Linderbaum, 1979
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Appeud endix E

A REDEDICATION OF THE
PHILOSOPHY TO TOTAL EDUCATION

W. Dallas Herring

tons incapable of Fuman aspiration and achieverment. Education for employment
is essential for them, bt it is not enough. They also are human beings and citizens
with immense polential for good.

There are still those among us who, fancying themselves above anww
resembling manual labor, will encourage the notion that education for work is
somehow beneath the dignity of a class whose forébears samed them their place
in society by honest manual labor of which incidentally, they were not ashamed.
These are outwom notions which must be overcome. They are unworthy of
honorable men, for they subvert the ends of justice in a society which itself
represents the ultimate in diversity of both interest and ability.

it is either a false idea, or else one which is 100 abstruse for me, that one cannot
be both a philosopher and a workman made worthy of his hire through education
and more worthy of his citizenship through familiarity with the great ideas that
moved westermn civilization ahead. Every man.is ®o some extent a philosopher.
Demaocracy makes that assumption, I risks its very exiskence on that assumption. if
we do not really believe this, how can we risk fetting him in the voting places
where so much of our future is decided?

Tomnmbelmss&emasﬂm\&bliesad “s become whasever his
manhood and his vision can combine to make.” Who is it with wisdom so great
anct with power 50 vast over the lives of men, that he can decide as a matter ¢f
public: policy that mechanics need not appreciale beauty, that day laborers do not
need to know wery profourddly the difference between right and wrong or that
tadies and gentlerman of culture and good breeding should, by inference, consider
work beneath them? This is the kind of decision which ho one has & right %o make
for others in a free stale, for the state must not discriminate. The state must be fair, ft
must be equitable in the provisions it makes for the benefit of all of its citizens.

Those who propose its policies, and those who implement them, must see toitthat

these ends are servik "t the vision and the manhood of all North Carolinians
have the freedom 1 cor ine in the pursuit of many excellent things, each of
which is worthy of our respect, if not in every case our adn dration.

So let us climb “the mountains of wadition]” Let us “move forward while we
may,” as our new State President said when he brought about great change in the
State’s system of higher rducation as Governor. Where there ars those who cannot
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read, let us teach them & read, for it is the key to all leaming. Where there are those
who did not graduate from high school, et us provide them with opportunity for a
high schoo! education and award them their diplomas when they eam them. That
may seem 1 some traditionalists 10 be stooping very iow 10 conquer ignorance, but
ns:tab&arﬂmgﬂﬂ%rmmbele&mqnmdftetmba&nwmme
echnicians and never idiget that they are also human beings with immense
mhmmmmmwnmwmwmm
t free men,

One of the Hebrew prophets summex! up the ideals of the educated man when
be said, simply, “Do good, and notevil.” He did not say, in a passive way, that one
should strive ® be good and 10 refrain from being evil. Theve is a vast amount of
difierence between being good and doing good. tn order for one ® do good i

. society he must have the ahility %0 make choices of great character and insight. The.

MMdmaﬂmwﬁommumﬂwnwmmm

most disappointing are those who think and do not act. It is the ideal of Nexth
Carolina that through universal education, through total education, through educa-
tion which will enable all of its citizens both 1 reason and 1 do, the great society
will one day be achieved. Let us now rededicase the communioty college system,
vwﬂtoulapom sudyandwithaoodhwthdvawﬂ.

Editor's Note: This is an excerpt of Dr. Herring's keynowe address o the Nosth

Carolina Community College Adult Educalons” Association conference, Raleigh,
N. C, May 5, tmmmmmmmdwm
mwwm _

wmmmwmmawmcmmmma
Education and is presently a member of the Editorial Community College Review.
He is recognized as the father of the state’s twoyear community and technical
colleges and was a recipient of the State Board of Community Colleges Twentieth
Anniversary Awards.

Reprinted with permission Communily College Review.
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Appendix F
- DALE PARNELL'S
VISIONS FOR THE FUTURE

Successful colieges are fed by people who establish a strong, clear organiza-

tional identity and mission, make decisions on that identity, and convey that

mission 10 others. Perhaps it's time 10 dedicale yourselr % establishing and

conveying the unique mission of your institution. What are your visians of the

future for your community college?
Ot\emwhohasmwi#deﬂwdvmhﬂnnwmasaw\deisbr

My first vision ismmeawaedegreewmbemmed\epvﬁemddeaeefw
the hiring of technicians; I'm talking about that whole range of midieve! jobs that
are increasing in volume in this country, that do not require a baccalaureate degree
but require some education and training beyond high school.

Secondly, my vision is that we will have developed better and more closely

a fouryear program that starts with the junior year in high school.
vaaﬂhﬂﬂmmﬂh&ammmmmm
colleges and universities of this country. | would like 1o see our college transfer
program be so strong that there would be automatic transfer of credits from our
institutions 0 the universities, without question.
smmnmmwmwmmmﬁmw

Ihawmwdverhtﬁevmlhopemmepresidaudﬂ\eUnihdSmesmlibea
community college graduate by the year 2000. § hope that leaders in business and
industry; congressmen, state legisiators, govemors, eic., will be communjty college
graduates and will proudly list that fact on their resume.

1 would like to see as a part of the foreign policy of our country, the notion that
community, technical and junior colleges are a resource and it is an exportable
American idea in helping Third Worki countries, particularly to develop the

1 also have a vision that the community college faculty will view the community
college as the premier teaching assignments in higher education—that the highest
axvdbestwmeﬁ\atﬂwycm!dadﬁeveinmeklifewouidbet.oteachina
community college.

i would love to see our leadership training programs aim at this idea of helping
current leaders as well as incoming leaders to develop their competencies . . . and
for this to be the nomm for leadership for us throughout the country (Pameli, 1984).
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Appendix G

EVALUATION OF PRESIDENTS’
LEADERSHIP INSTITUTE AS A PILOT
PROJECT

INTRODUCTION

The Presiients’ Leadership Institute was funded as a pilot project o in part
determine the feasibility of the design as a mode! for leadership development.

The primary goal of the project was & provide chief exscutive officers in the
North Carolina community coflege systems an opportunity 10 experience practical
applications and theoretical study of proven sechniques and strategles for leader-
ship in the emerging high-dechnology, information society. Aoquiring new skills
and sharing in curment research would, over time, help presidents develop new
competencies as leaders in order 10 build stronger linkages with faculty, their
legislature, community and student body. Mareover, this goal supports and further
clarifys Dale Parnell’s vision for the future. “teaders,” he states, “must possess the
ability to clarify the values of the organization and 10 structure their institutions to
bring out the best in people.”

Thirty eight presidents from the fifty eight colleges initially pasticipated in the
seven planned Institule sessions. From this, twenty one presidents applied to the
Instituse for gracfuation upon completion of the pilot project in May of 1983.
Seventoen presidents received certificates of participation having attended 3 or
mote of the planned sessions. Four presidents received certificates of excellence
for more intensive study which involved participation in 3 or more Institute
sessions, completion of a case study, and final presentation of an exemplary
program from their respective institutions at the final Institute session in May. Afier
having compieted the seven planned Institutes during the course of the 1983-1984
year it is cleas, as evidenced in the reports back from presidential participants, that
the Institute has some significant strengths as a model program for leadership
development.

institute Outcomes

Over the course of 8 months, 7 planned sessions took place at mdmdua! host
campuses across the state of North Carolina. Sessions were strategically located to
cover both urban and rural settings, making host campuses more easily acoessible
to those presidents located in either the far eastern or western parts of the state.

Upon completoon of each session, attending presidents received a formative
evaluation witich asked thein so identify significant outcomes which have beein ine
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result of their exposure 1o the last institute attended. The following is a review of
the formative evalaution issel{ and the feedback received from presidents over the
coiirse of the 7 sessions.

The formative evaliation was mailed % sach president within 30 days after their
atiendance o an institute. it was developed 10 initiate personal responses o
impressions gained, information processed, and actions talan by these individuals
as a result of an Institute session. The individual responses then became a way ©
track the actual outcomes perceived or realized by everyone, providing a means o
assess if cotlective or like outcomes aocumed.

The Formative Evaluation

~ The evaluation form itself was comnosed of 7 questions, each asking the

participant 1o rate or explain a perceived outcome or an actual response they had
undertaken as a result of the information received from the guest consultants from
the pridr Instihse, Moreover, impressions, favorable or unfavorable, and recom-
mended suggestions 10 improve futuwre institide sessions wee requested. This
aided the Instituie staff in the planning and implementation of future sessions,
insuring that problems be minimized or eliminated.

in making an assessment of the evaluations, the most striking outcomes came
ﬁmwnmmba&mmwmmmwn
is important % look at each Institute session individually, for the purpose of
assesslnsmdd\emm:sawhde,mmmwﬁtwmme
board resulted in findings which led %0 some uniformity s
mmwhidademu&mdmm&ﬂmmnhdﬂmeuh%%ﬂ
be described below, wmbymmwimmnhﬂmanﬂwubﬁnsplm
on group outcomes and ranked responses which predominately received
greatest attention.

Question No. 1 was an assessment of the individual’s own competency in the
subject matter {i.e., computers anx information systems or resource develfapment
and marketing) before and after an Institute. Figure 1, taplesensﬁaeqmstmand
ﬂ;eraﬁnsscaieﬂm“asused

- F&auml_ .
Question (1) i Formative Evaluation

1. Indicate your perceived level of competency in the subject matter of the last
Institute session you attended by circling appropriate number on scales,

Before the session o After the session
0 1 2 3 4 5 6 01 2 % 4 5 6
Scale:
0 1 2 3 B .4 5 6
Absent Moderate R High

{conceptual mdersumii:w 3 . fenpert}

On the scale of O through 6, mmmmutimmmmame
“moderate conceptual understanding” level, number 3. Some rated themseives
number 2, butnomemﬂedﬁmmeiwszemorhvmgm\canpemwnﬁw
subjoct matter. Aliemately in the ratings for afler the sessions, wo o atked
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themselves “high or expest” in the sessions. At most, participants moved two levels
upward with the majority of responses taking a one level increase in competency
level. ,

Question no. 2 asked respondents 10 indicate the degree 0 which they feli
favorable or unfavorable about their experience with consudtants' sessions. Figure

.  represents the qovestion and the rating scale that was used.

Figive 2
. mmhwm

2. indicate the degree © which you feel fvorable or unfavorable about your
mmm&mmnwawmmamnm
ﬁwhﬂmmmwumkﬂcadmelemtﬁe
appropriie number.

R
L A
:H

The response o this question which raled the participant’s receptiveness to the
session resulied in mixed reactions. No one stated they were “not favorable” 0 3
session, however, most sessions received a combination of two's, three’s, and
fours. Only one Institute received an almost unanimous rating of “‘four’* andthvs
was the February Institule on Human Resource Development.

Question no. 3, without question, hadhemwaimnmspmsesﬁ\anmy
question asked in the formative evaluation. Question no. 3 asked the participants
to indicate those graups of assaciates with which they shared their information and
or materials with from the preceecing institute. And participants weve asked 0 rate
the degree to which these were shared with one or more of the ten associated
groups that were listed. Fsgumfirepmsemsﬁequwmmdﬁwranmmleﬁzat
was used.

Thembﬁsquwmﬁomﬁwpmmmmwhemndmwﬁegmups
in which information or-materials were shared namowed quickly down to thiee
primary groups: other atending presidents; management councils, and staff
Sharing with faculty members, number 7. on the list was the fourth most often
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Figure 3
Question (3) in Formative Evaluation

3. Indicale by cirding appropriate numbes, the groupisl you have shared
information with since attending the last institute. Also, indicam the degree o
wwhichhﬂnﬂm‘ on subject matter was shared by dircling appropriate

1. Other attiending presidents 0123456
2. Presidents who did not atiend 0123456
3. Management Cauncil 0123456
_4. Board of Trusises 0123456
5. Advisory Counxils 0123456
6. Stalf 0123456
7. Facully members 0123456
8. Personne! Office 0123456
9. Student counselors 0123456
10. Community/communily organizations 0123456
IS DA S WY S R
P S 1 R 1 ¢
B L
g § £ ¢ i
T T I -

By

£

reparest a formal presentation

Prepared a formal
engaged

-
)

implications for your organization
Prepared a formal presentation and

hiorm:ﬂslumd hookis), anticles
steps 10 i
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indicated respnnse. The other groups: presidents who did not attend, boards of
trustees, advisory councils, personnel offices, student counselors, and commaunity/
communily organizations received very sporatic ratings in terms of the total
number of presidents who sought out these groups to share information with them.

The second part of question no. 3 requested that the participantsindicate the
degree to which information from the institute was shared and or prepared for
presentation fo these ten groups or those groups in which they indicaiad they
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shared information with. The majority of responses ventered around ratings of one,
two, and three; information was for the most part informally shared with other
groups. Within these three ratings, nc. 3 received the highest number of responses;
information from the institute was nat only informally shared, but book(s), articles
and their notes on the subject matier were also distributed. This was tue also, for
most participants. Ratings fous, five, and six, however, did as a 1otal number of
participant ratings, almost equal the total count received by no. 3 on the scale. In
other words, there were almaost as many formal presentations given o institutional
groups a5 there was informal discussions and or the distribution of materials on
Institute subjects. The same did not hold true, howevey, for the three groups:
atiending presidents, management councils, and staff which received the largest
wtal ratings for groups with which presidents’ shared information with, The results
were that more formal presentations were made 10 these three groups than was

* information informally discussed. In fact, there is a good indication that a portion

of these presentations were specifically organized 10 bring about organizatiokal
change or were the initial step 10 implement change within the institution.

- Question no. 4 asked participants & describe how they might go about their job
differently as a result of their exposure ©© the new information they received at an
Institte. Figure 4. represents the question and the rating scale that was used.

Figuwe 4
Question (4) in Formative Evaluation
4. Since attending the last Institcte, is there anything in the way in which you go

about your job which is different from your former way and which you befieve
resuits directly from your experience in the session?

Please explain:

The diversity of the responses was to be expected. Due to the nature and
particualr competency levels indicated by each participant in the evaluation, the
response woulkd reflect the nature of the individual's need for change. Most of the
responses could be iermed affective in information content. Many responses began
with such phrases as: “1 am more receptive 0 new ideas™; “awareness of need o
improve’; “I am very interested in''; and "1 have begun to consider.” There were,
however, those whe ipdicated an actual outcome which showed actions taken.
They ranged from having completed *heir own research and plans are being put
inlo action o initiate change t starting up of processes (o review evaluation
criteria and procedures.

Question no. 5 asked participants to further elaborate on actual outcomes of
initiatives taken by them which resulted from their experience in an Institute.
Figure 5. represents the question and the format that was usad,
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Figure 5
Question(5) in Formative Evaluation -
5. MWGMMMMWWMM%MW
actual outcome of an initiative you undestook that resuled from your
Wmhhﬂmm
1. Set up advisory group mhmmmforpmﬁceofm

mdmmmmummmxmmmm

0 my organization.
zmnmmmnmmm
mmmmmmﬁmﬁnl&mmuldm

answers and or direction for making that change.

3. Mmmﬂ@mhmmmwummdmﬁf
faculty which nsulted in a direct imarovement in operational methods,
institutional policy, procedures or allocation of resources.

For response number 3, please circle one or more of the abowe areas in
which you fo ind change 1 oocur and provide explanation of that change.

Please explain:

4, Other:

The majority of responses indicated that no, 2 was the most common outcome
for them. They principally reviewed the cuirent onganizaticnal structure o identify
weas needing change where the subject matter for the last session they attended
providii some answers and or gave direction 1o them in making plans or change.
Responses no. 3 and no. 4 did furthey help 10 explain what changes were being.
made and how the participants themseives were involved. Emwplesofheseare

“{ am having my staff member preparing to attend a seminarbymn
Hammons to improve our evaluation instruments.”

“I've begun o start activities so as to be ready when computer
eyquipment becomes available.”

- ‘“We are rewriting our position descnmms to clarity responsibifi-
ties and to eliminate gaps in responsibility.”
“I will employ the administration to head up marketing efforts for
college and coordinate all current marketing functions.”

“We are currently evaluating ouwr own evaluations against those ¢
received at the Instituie.”

Question no. 6 asking participants $o sugrest any way in which the Institute
sessions, themselves, could be improved was almost without exception often feft
blank. Some of the responses that were given were regarding elements of planning
and organizing an Institule which were for the most part, out of the hands of the
institute staff. The responses, howewey, should be noted:

“Have your computer demonstration people prepared o demon-
sirate a system.”’
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“The marial givenbyﬁmecmsufmmswambomuch for the peric d of
time available.”
“This was a tough subject to make exciting.”
“Continue bringing in top quality consultants. (This was something -
we could control, however.)”
Question no, 7 asked participants to provide their own evaluation of the Institute

and make comments regarding their experience. Figure 6. represents the guestion
and the ratings that were used. '

-

Figure 6
Question (5) in Formative Evaluation
7. Overall my evaluation of the last session | atiended was:
0 1 2 3__ 4 5 6
Hnlovorable >~ Favorstn

Comments:

Most ratings were within the range of four to six. Occasionally, a rating of one or
two was expressed, but this was rare. Few comments were received regarding the
individual’s rating, but they are worth noting.

“We just didn't seem to ever get to finance.”

“Monday night's presentor was much better than Sunday night's
presentov.” :

Best we've had - filled my own needs.”

In some cases, presidents would send one of their top administration or faculty to
attiend an Institute in their stead. One dean did retum their formative evaluation
with a personal story that is worth telling.

“Although | was a president's representative and not a president, | got a welcome
response from those present which, as an outsider, | cenainly appreciated. | was
most impressed with the amount of material which was covered and the variety of
the agenda. North Carolina State is providing a great service with this series.”

Cutcgines of Summative Evaluations

Upon compietion of all 7 Institutes, nresidents applying for graduation received
summiative evaluations. Below is a summaiy and review of feedback received from
graduates. In particular, the quality of the guest researchers and practitioners that
were brought in to conduct the sessions was the ultimate strength that made the
biggest overall contribution so the presidents’ leaming experiences. Secondly, the
quality of the topics discussed and the contribution to the management needs of
presidents in operating their respective institutions was seen as being vital to their
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continued interest in upcoming planned sessions. Thirdly, there was a great deal of
support for having experienced “outside” experts who brought with them infor-
mation on events, activities and management strategies produced by other presi-
dents and community college systems in other states. And finally, the format and
organization of the Institule sessions was seen as being an important strength
because it provided the environment which was conducive for leaming.

The design of the cutrent institule, however, was not without its faults as a moded
for planned leadership development. Presidents responding 10 suggest revisions in
the maxlel, however, only had two major changes they would like to see happen.
One, they would like 0 have only 3 or 4 Institute sessions per year and two, they
would like 10 have them scheduled, in advance, of their planned yearly activities
so that they could attend all of the planned sessions. Ofien, it was described, there
was oo much confiict between planned session dates and other critical activities
{i.e., trustee meetings, commission hearings).

Looking at the seven Institutes in review, the presidents weve asked what they
saw as being the future need of the community coliege system for a program for
leadership development, The: response to this was almost a total agreement among
participants that there exists a “critical need” for such a program. Although some
felt or saw the need as less than at the critical stage, it was agreed that a prevailing
demand exists for leadership development for curent and future leaders.

Due 10 a foreseen demand for leadership development in a planned program,
the presidents suggest several major issues or topics they felt should receive priority
should another Institute be offered. These are the suggested topics:

(1) Faculty and staff evaluations

(2) Impact research anxd outcomes assessment

(3) Marketing

(4) Long range planning for curricudum, facilities and personnel

{5) Developing linkages with high schools

(6) Budget management

(73 Survival in the next 11 years, how 10 offset the decline in traditional student

populations

Professional Development - Whe's Responsibility Is it?

With everything that has come out of the Presidents’ Institute, the experiences,
the recognition, the impact on the competencies of presidents, there is still the
question to what extents should this type of professional development be the
tesponsibility of the individual, the community college, the Department of Com-
munity Colleges, and the university? Should all be responsible or only one source
and to what degree should each source be financially responsible to absorb the
cost of leadership programis}? Asked to respond to these questions, the presidents
essentially could not form a consensus on the answers. Several major outcomes of
their responses are impaortant 10 note. No one believed the individual should pay
the full cost for leadership development. However, at some point the individual
should pay for some of the cost involved. Secondly, the individual institution was
seen as being responsible for the full cost over anu above any other source for
financial support. Thirdly, it was felt that there could be a shared support between
the four sources or a combination thereof, however, the institution once again, was
seen as being responsible to pay the majority of the expense.

And lastly, asked to foresee their role as presidents who would be willing to pay
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the tuition cost of & sell-supporting leadership program for new and emerging
leaders, the majority of presidents responded that they would; half said they would
pay the full cost and half said ther would want the financial support of other
sources %o be included in the fuli payment.
CONCLUSION ,
“Innovative programs for leadership d:veﬁapmem are a form of
unigueness for community colleges as ’
Dick Alfred, speaking to the Presi-
dents’ Leadership Institute, 1984

The first Presidents’ Leadership Institute as a modei for future leadership develop-
ment programs was a success. it embodied the human and material resources
desired by the North Carolina community college president and it provided the
needed information they require 1o be more effective practitioners. Based upon the
experiences they had and the outcomes they experienced that were conveyed in
their suramative evaluations, the Presidents’ Institute did, in fact, represent a viable
model ‘or future leadership programs.

At this time two things can be concluded. One,amodeHoraleade;ship
- development program has been tested and found to be an accepted program
mmhnmS&.aﬂluﬂmisacﬁﬁcalbhishmdﬁxl&demnpdeWm
programs to be available % meet the growing demands of new and emerging
leaders for professional development. What cannot be concluded, however, is who
should take the first step towards commitment of financial resources to fund future
leadership programs? Who will take the leadership role on this, the most pressing
issue, is yet to be decided.

The role the Institule has played in becoming the nation’s fir statewide
leadership program for community college presidents will not only set precedent
upon which future leadership programs will emerge but it will set a standard of
excellence that extends through the institution where excéllence in performance
mumwswmwmmm.wmmm
students,

lnﬁummuponémbadﬁshcpmmemmduumgethemhdﬂw
o become a planner of life fong education for the community, an
analyst of local and national demographic trends, a knowledgeable user of
computerized data systems, and a marketer of academic and economic outcomes
whereby their institutions achieve status before legislative decision-makers.

All of this leads to a question of leadership ability. What can the presidential
decision-maker do to contribute o their own skill development and standards of
excelience in managing the organization? In part, this has been answered by the
institute. On the ather hand, actual outcomes accrued to each president by their
own participation do differ and it is for the teader to review these personal
outcomes of the formative and summative evaluations to determine for themselves
if the chalflenge to excellence can be achieved through a similar program for
leadership development in their state.

in North Carolina, two positive steps have been taken to meet the challenge of
leadership development. North Carolina State University in Raleigh, North Caro-
fina has instituted a Management Development Certificate Program, a non-degree
certificate program for life long education students, Many of the products of the
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students, many of whom hold midHevel management positions at their post-
secondary institutions. Through cooperation between the Department of Adult
and Community College Education and the Department of Palitical Science and
Public Administration, the program will offer graduatedevel credit for courses
designed 1o upgrade and develop managerment skills and functions. Also transfer of
these classes t0 masters and doctoral programs can be achieved upon successful
admission 10 a selected program.

Wnnwmwmwmmwmmum\mwm
instituting both the Presidents’ Leadership Institute and the Managerment Develop-
ment Certificate, is a resolution which was unanimously passed by the North
Carolina Association of Public Community College Presidents urging the Noith
Carolina Department of Community Colleges to work with the General Assembly
inseangmefotmmmoiummwmmmbemwgedand
implemented:

Whereas, leadership at the state and institutional levels is the key to ensuring
quality and progress for the community college sysem; and

Whereas, the Community College Presidents’ Leadership Institute was a pilot
project to determine its feasibility as a model for leadership renewal; and

Whereas, the program not only contributed to the professional development of
the chief execuiives participating, but has distinguished itself in being selected by
the American Association of Comimunity and Junior Colleges for publication of the
proceedings w0 assist other colleges in their leadership development initiatives
nationwide; and

Whereas, community colleges as teaching institutions need access to similar
quaiity programs to develop their most important resource - their people;

Be It Therefore Resolved that the North Carolina Association of Public Commu-
nity College Presidents commends the North Carolina State Board of Community
Colleges and the Department of Community Colleges for their support of this
project, further that special appreciation be extended to the Department of Adult
and Community College Education, North Carolina State University, and to Dale F
Campbell, Project Director who conducted the institute, for its significant contribu-
tion to the

Beitfuﬁherkesd%dﬂmNCAPCCquuemdmheNorﬁ:&mhnaDepan
ment of Community Colleges work with the Department of Adult and Community
College Education to develeyp and support a comprehensive leadership and faculty
upgrading program utilizing the available resources of the Consalidated University
system.

Because of the historically strong linkage between the North Caiolina Deparnt-
ment of Community Colleges, the North Carolina Association of Public Commu-
nity College Presidents and North Carolina State University, the adoption of this
resofution should have broad support and good success in being further imple-
mented across the state. Moreover, with the success of the Presidents’ Leadership
Instituie as a pilot project for leadership development, other states can now
implement similar projects that will address the needs of their new and emerging
leaders. Leadership renewal, 100, cannot be overlooked as a vital component of a
state by siate effort to enhance opportunities for excellence in campus leadership.

To the current and future community of campus administrators, the challenge
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goes out to pioneer other statewide efforts to build the leadership of today's
community, technical and junior colleges. Af no time has the threat of institutional
decline been more widespread than it is today in the 1980s. Yet there are many
goad reasons 10 belisve that personal mativation and courage o strive for a betier
organization can and does exist within the intemal and extemal constituency of alf
colleges today, Taking the lead in channeting this support for the good of the
community coliege sysiem is the challenge. Stimulating enthusiasm for great
leadership is the goal.
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